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SOCIOLOGY FOR INDUSTRY? 
A Study of the D i f f u s i o n and Use of 
I n d u s t r i a l Sociology i n In d u s t r y 
Lesley E l i z a b e t h Mackay 
ABSTRACT 
The th e s i s considers the argument t h a t i n d u s t r i a l s o c i o l o g i s t s 
have acted as "servants of power". I n order to examine t h i s , the d i f f u s i o n 
and use of a s p e c i f i c idea - autonomous work groups - was i n v e s t i g a t e d . 
On examining the o r i g i n and p o t e n t i a l s o f the concept, i t was concluded 
t h a t the idea of autonomous work groups was p o t e n t i a l l y r a d i c a l f o r the 
or g a n i s a t i o n o f work. Much a t t e n t i o n was found t o have been devoted 
to the autonomous work group i n p u b l i c a t i o n s , but the n o t i o n tended to 
be d e - r a d i c a l i s e d . The ways i n which t h i s (and s i m i l a r ideas) reach 
managers i n i n d u s t r y were examined through the a c t i v i t i e s o f ' l i n k e r s ' -
j o u r n a l i s t s , i n f o r m a t i o n - g i v i n g o r g a n i s a t i o n s , consultants (both academic 
and commercial), i n d u s t r i a l t r a i n i n g boards and authors. The mechanics 
and f a c t o r s i n f l u e n c i n g the d i f f u s i o n of ideas t o i n d u s t r y were examined 
through the study o f a s p e c i f i c i n d u s t r y : brewing. I t was found t h a t 
managers n e i t h e r h i g h l y r a t e d , nor a c t i v e l y sought, ideas emanating from 
i n d u s t r i a l s o c i o l o g i s t s ; indeed, they were o f t e n a n t a g o n i s t i c . Academics 
were seldom found t o have any obvious r o l e i n the d i f f u s i o n of i n d u s t r i a l 
sociology t o those i n i n d u s t r y . I n d u s t r i a l s o c i o l o g i s t s are not 'servants 
of power': the n o t i o n i s both too s i m p l i s t i c and naive. I t i s i n the 
nature of our so c i e t y t h a t the pr e s e n t a t i o n o f ideas enhances the e x i s t i n g 
s o c i a l order. 
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I n t r o d u c t i o n 
INTRODUCTION 
"Many i n d u s t r i a l s o c i a l s c i e n t i s t s have put t h e m s e l v e s on 
a u c t i o n . The power e l i t e s of A m e r i c a , e s p e c i a l l y the 
i n d u s t r i a l e l i t e , have bought t h e i r s e r v i c e s , w h i c h , when 
a p p l i e d t o a r e a s of r e l a t i v e power, have r e s t r i c t e d the 
f r e e d o m of m i l l i o n s o f w o r k e r s . " 
T h u s , L o r e n B a r i t z c l a i m s t h a t i n d u s t r i a l s o c i a l s c i e n t i s t s h ave a c t e d 
a s ' S e r v a n t s o f Power'. He i s n o t a l o n e i n h i s a s s e r t i o n s . A v a r i e t y o f 
v o c i f e r o u s v o i c e s have added volume to the c r i e s c r i t i c i s i n g the w i l l i n g n e s s 
o f s o c i o l o g i s t s i n g e n e r a l t o a c c e p t and e v e n u n d e r p i n the p r e v a i l i n g 
s t r u c t u r e s o f power i n c a p i t a l i s t s o c i e t y . N i c o l a u s , f o r i n s t a n c e , i n 
1968, i n a now-famous s p e e c h s a i d " S o c i o l o g i s t s s t a n d g u a r d i n the g a r r i s o n 
and r e p o r t to i t s m a s t e r s on t h e movement of t h e o c c u p i e d p o p u l a c e . The 
more a d v e n t u r o u s s o c i o l o g i s t s don the d i s g u i s e o f t h e p e o p l e and go o u t and 
mix w i t h t h e p e a s a n t s i n t h e ' f i e l d ' , r e t u r n i n g w i t h books and a r t i c l e s t h a t 
b r e a k t h e p r o t e c t i v e s e c r e c y i n w h i c h a s u b j u g a t e d p o p u l a t i o n wraps i t s e l f , 
and make i t more a c c e s s i b l e t o m a n i p u l a t i o n and c o n t r o l . " ( N i c o l a u s , 1972, 
p . 3 9 ) . S u c h s t i r r i n g s e n t i m e n t s q u i c k l y e l i c i t n o d d i n g h e a d s from u n d e r -
g r a d u a t e s , and i t was a s an u n d e r g r a d u a t e t h a t I became i n t e r e s t e d i n t h e 
i s s u e s s u r r o u n d i n g t h e u s e s to w h i c h s o c i o l o g y i s p u t . Q u i t e c o n v i n c e d 
t h a t i n d u s t r i a l s o c i o l o g y i n p a r t i c u l a r , and i t s p r a c t i t i o n e r s were the 
henchmen, and women, of t h e p o w e r f u l , I was l a t e r a b l e t o s e t out t o s t u d y 
t h i s i n g r e a t e r d e t a i l a s a p o s t - g r a d u a t e . My aim was to g a t h e r a m m u n i t i o n 
t o f i r e a t t h e E s t a b l i s h m e n t , to debunk the s e l f - s a t i s f a c t i o n and c o m p l a c e n c y 
of the c o m f o r t a b l y p l a c e d , s e c u r e s o c i o l o g i s t s . The r e a l i t y of i n d u s t r i a l 
s o c i o l o g y i n B r i t a i n was a l i t t l e d i f f e r e n t . And the e x p l o r a t i o n o f some 
a s p e c t s o f t h a t r e a l i t y w i l l be d i s c u s s e d i n the pages t h a t f o l l o w . 
( B a r i t z , 1960, p.209) 
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The O n s e t o f t h e P r o b l e m s 
I t d i d n ' t t a k e l o n g t o e n c o u n t e r t h e f i r s t : p r o b l e m s . These w e r e 
c r u c i a l l y , t o be found i n B a r i t z ' s own a n a l y s i s . H i s a p p r o a c h and a n a l y s i s 
w e r e b o t h t o o s i m p l e and t o o g e n e r a l . A l t h o u g h t h e r e a r e u n d o u b t e d l y some 
i n d u s t r i a l s o c i o l o g i s t s who do a c t , and s e e k t o a c t , as c o n s u l t a n t s t o 
i n d u s t r i a l e n t e r p r i s e s , t h e m a j o r i t y o f i n d u s t r i a l s o c i o l o g i s t s do n o t , 
o r do n o t i n any o b v i o u s way. T h a t does n o t mean t h a t the p r o d u c t s o f t h e i r 
l a b o u r s a r e n o t o f use t o an i n d u s t r i a l e l i t e , m e r e l y t h a t s e r v i c e i f i t 
does t a k e p l a c e , i s more s u b t l e . I t may e x i s t , f o r e x a m p l e , by v i r t u e o f 
t h e p o p u l a t i o n w h i c h i s c h o s e n f o r study' 1" or by the a s s u m p t i o n s t h a t a r e 
2 
made; or by b e a r i n g i n mind th e aims of t h o s e who have funded the 
r e s e a r c h . 3 
A l t h o u g h s e r v i c e , no m a t t e r how s u b t l e , t a k e s p l a c e t h i s g i v e s no 
s u p p o r t t o the c l a i m t h a t ' u s e ' i s made of s u c h k n o w l e d g e . Some, l i k e 
H o r t o n , would a r g u e t h a t " L i k e o t h e r w o r k e r s i n a c a p i t a l i s t s o c i e t y , 
i n t e l l e c t u a l s s u r v i v e by p r o d u c i n g c o m m o d i t i e s f o r e x c h a n g e " ( q u o t e d i n 
Shaw, 1975, p .41) - and by e x t e n s i o n , t h a t t h e i r p r o d u c t i s of u s e . But 
i f s o c i o l o g i s t s a r e p r o d u c i n g a commodity f o r e x c h a n g e , who i s c o n s u m i n g 
i t ? What i s i t b e i n g e x c h a n g e d f o r ? How c a n s u c h use be t r a c e d ? B a r i t z 
by f o c u s s i n g on t h o s e i n d u s t r i a l s o c i a l s c i e n t i s t s who do a c t a s c o n s u l t a n t s , 
s i d e s t e p s t h e p r o b l e m s i n v o l v e d i n l o o k i n g a t the p r o c e s s e s by w h i c h know-
l e d g e i s u s e d . Rose p o i n t s o u t t h a t " i m a g e r y of the ' s e r v a n t of power' 
ty p e l e a d s t o s u p e r f i c i a l i n t e r p r e t a t i o n s o f the a c t i v i t i e s o f s o c i o l o g i s t s 
under modern c o n d i t i o n s . " ( R o s e , 1978, p . 1 7 1 ) . T h i s comment s h o u l d , 
however, be e x t e n d e d a l s o t o c o v e r the u s e s t h a t a r e made o f t h e knowledge 
4 
p r o d u c e d by s o c i o l o g i s t s . Not a l l use i s d i r e c t . And n o t a l l use i s 
o b v i o u s , or e v e n t r a c e a b l e . I t i s n o t e v e n p o s s i b l e f o r t h e r e s e a r c h e r t o 
c o n t r o l " t h e p a r t s of h i s work t h a t w i l l be s e l e c t e d f o r s c r u t i n y , c r i t i c i s m 
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a n d d e v e l o p m e n t . " ( S h i p m a n , 1976, p . 1 4 2 ) . And, by t h e t i m e k n o w l e d g e has 
b e e n ' p i c k e d o v e r ' , t h e a s p e c t s w h i c h g a i n p r o m i n e n c e may, a f t e r a l i t t l e 
w h i l e , b e a r l i t t l e r e l a t i o n t o t h e o r i g i n a l p r e s e n t a t i o n . By e x t e n s i o n , 
t o l o c a t e t h e p r e c i s e o r i g i n of any i d e a i s i m p o s s i b l e . The i n n u m e r a b l e 
p r o c e s s e s o f t r a n s l a t i o n and s e l e c t i o n ; t h a t i d e a s a r e anyway s e l d o m 
e n t i r e l y new; t h e o p e r a t i o n o f s e r e n d i p i t y , e t c . a l s o mean t h a t any a t t r i 
b u t i o n of i n f l u e n c e i s a t b e s t d u b i o u s . 
At t h e same t i m e , much o f the knowledge p r o d u c e d by a c a d e m i c s i s 
v i r t u a l l y u n u s a b l e by n o n - a c a d e m i c s w h e t h e r due to j a r g o n , w r i t i n g s t y l e , 
a p p r o a c h o r p r e s e n t a t i o n . I f some t r a n s l a t i o n i s n e c e s s a r y , who does i t ? 
I s i t t h e i n d u s t r i a l s o c i o l o g i s t , or i s i t someone e l s e ? I f i t i s n o t the 
i n d u s t r i a l s o c i o l o g i s t who s e e k s t o make h i s work of use t o an i n d u s t r i a l 
e l i t e , the c h a r g e s of ' s e r v i c e ' become much weaker t h a n t h o s e w h i c h B a r i t z 
s o u g h t t o make. How i s the o u t p u t o f i n d u s t r i a l s o c i o l o g i s t s u s e d ? I s i t 
u s e d ? who u s e s i t ? By f o c u s s i n g on c o n s u l t a n c y , more i m p o r t a n t f a c e t s o f 
s e r v i c e and u s e may be o v e r l o o k e d . S i m i l a r l y , by l o o k i n g a t the o b v i o u s 
u s e s o f i n d u s t r i a l s o c i o l o g y , t h e i m p a c t i t makes may be s u b s t a n t i a l l y 
u n d e r r a t e d . 
Any c l a i m s t h a t t h o s e i n c h a r g e of i n d u s t r y s e i z e w i t h a l a c r i t y the 
f i n d i n g s o f i n d u s t r i a l s o c i a l s c i e n t i s t s a r e d u b i o u s . At a p o p u l a r know-
l e d g e l e v e l , managers of i n d u s t r y a r e h e l d t o be e x t r e m e l y s c e p t i c a l of 
s o c i a l s c i e n c e and s o c i a l s c i e n t i s t s . T h i s a s s e r t e d a n t a g o n i s m , o f c o u r s e 
may r e f l e c t a l i p - s e r v i c e b e i n g p a i d t o t r a d i t i o n a l l y h e l d v i e w s w h i l e t h e 
r e a l i t y d i f f e r s . However, B a r i t z h i m s e l f n o t e d " t h e s i n g l e most i m p o r t a n t 
o b s t a c l e i n t h e way o f an e a s y i n t e r c h a n g e between managers and s o c i a l 
s c i e n t i s t s came from the managers t h e m s e l v e s . The deep c o n v i c t i o n t h a t 
s u c c e s s p r o v e s w o r t h and a b i l i t y - t h e s u r v i v a l of the f i t t e s t - l e d many 
managers t o b e l i e v e t h a t t h e y were t h e m s e l v e s most competent t o d e a l w i t h 
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any p r o b l e m s o f t h e i r o r g a n i s a t i o n . " ( B a r i t z , 1960, p , 1 8 ) , I f may be t h a i 
i n t h e U.K. t h i s p h i l o s o p h y s t i l l p r e v a i l s . How much, do we r e a l l y know a b o u t 
t h e v i e w s o f t h o s e i n i n d u s t r y on s o c i a l s c i e n c e ? C l a i m s r e g a r d i n g t h e 
i n t e r e s t o f i n d u s t r i a l managers i n the s o c i a l s c i e n c e s o u g h t t o be t e m p e r e d 
w i t h c a u t i o n f o r a n o t h e r r e a s o n . B a r i t z r e f e r s t o an ' i n d u s t r i a l e l i t e ' 
who a r e c o n c e r n e d to use the s e r v i c e s and f i n d i n g s o f i n d u s t r i a l s o c i a l 
s c i e n c e . B u t who a r e the members of t h i s e l i t e ? Only l a r g e f i r m s , or 
f i r m s w i t h an a d v a n c e d t e c h n o l o g y , or f i r m s i n a b uoyant m a r k e t s e c t o r , or 
w h a t ? A r i s s u g g e s t s , f o r i n s t a n c e , t h a t " b e h a v i o u r a l s c i e n t i s t s have made 
most headway i n huge b u r e a u c r a t i c c o n c e r n s " w h i c h a r e t r y i n g " t o g i v e them-
s e l v e s a human f a c e " ( A r i s , 1 9 7 1 ) . C h e r n s on the o t h e r hand a s s e r t s t h a t 
s o c i a l s c i e n c e a c t i v i t y i s c o n f i n e d t o : ( a ) v e r y l a r g e f i r m s . . . , 
( b ) f i r m s i n s c i e n c e b a s e d i n d u s t r i e s . . . . ( c ) f i r m s u n d e r A m e r i c a n c o n t r o l 
o r dominance, and ( d ) f i r m s w i t h young a l e r t management w i t h b u s i n e s s 
s c h o o l o r u n i v e r s i t y b a s e d management e d u c a t i o n . " ( C h e r n s , 1970, p . 1 7 ) . 
F u r t h e r i n f o r m a t i o n i s r e q u i r e d h e r e . B a r t i z ' s c l a i m s a r e n o t d e t a i l e d 
enough a s h i s a n a l y s i s does n o t e n a b l e us to i d e n t i f y the t y p e of o r g a n i s a t i o n 
w h i c h w i l l s e e k t o us e i n d u s t r i a l s o c i a l s c i e n t i s t s . 
T h u s , t h e r e a r e p r o b l e m s n o t o n l y i n how i n d u s t r i a l s o c i a l s c i e n c e i s 
u s e d , but a l s o who w ould s e e k to u s e i t . However, a l t h o u g h B a r i t z ' s a n a l y s i s 
may be too s i m p l e and too g e n e r a l , i t does h i g h l i g h t some a s p e c t s of the 
p r o d u c t i o n o f knowledge w h i c h may c r i t i c a l l y a f f e c t the p o t e n t i a l use of 
i n d u s t r i a l s o c i o l o g y . T h u s , f o r i n s t a n c e , i t may be t h a t i n d u s t r i a l s o c i o l o g y 
i s o f g r e a t e r use t o some s e c t i o n s of s o c i e t y t h a n o t h e r s , or be more 
a c c e s s i b l e to some s e c t i o n s of s o c i e t y t h a n o t h e r s . A g a i n , t h e f o c u s o f 
r e s e a r c h i s a c r i t i c i s m w h i c h has been made by B a r i t z and many o t h e r s f o r 
a number of y e a r s - from b o t h s i d e s o f the A t l a n t i c . I n A m e r i c a : " P r i s o n 
r e s e a r c h has f o r t h e most p a r t been o r i e n t e d to p r o b l e m s o f j a i l e r s r a t h e r 
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t h a n t h o s e o f p r i s o n e r s ; i n d u s t r i a l r e s e a r c h , t o t h e p r o b l e m s o f m a n a g e r s 
r a t h e r t h a n t h o s e o f w o r k e r s ; m i l i t a r y r e s e a r c h , t o t h e p r o b l e m s o f 
g e n e r a l s r a t h e r t h a n t h o s e o f p r i v a t e s . " ( B e c k e r & H o r o w i t z , 1972, p . 4 8 ) . 
And, i n s l i g h t l y l e s s c o l o u r f u l t e r m s , f r o m B r i t a i n : " W i t h i n i n d u s t r i a l 
r e s e a r c h i t s e l f , i t c a n c e r t a i n l y be shown t h a t b i a s e s have b e e n p r e s e n t 
and t h a t w o r k e r s have r e c e i v e d more a t t e n t i o n t h a n management, f i r m s more 
t h a n t r a d e u n i o n s and e m p l o y e r s a s s o c i a t i o n s , and i n d u s t r i a l o r g a n i s a t i o n s 
t h e m s e l v e s more t h a n the r e l a t i o n s between i n d u s t r y and community...." 
( S c o t t , 1959, p . 1 9 8 ) 5 
T h e r e i s l i t t l e doubt t h a t i n d u s t r i a l s o c i o l o g y has been skewed i n 
i t s f o c u s i n the p a s t . Whether or n o t t h i s i s s t i l l the c a s e i s d e b a t e a b l e 
Rose p o i n t s out i n r e l a t i o n t o F r a n c e t h a t " p o t e n t i a l demand upon the 
management s i d e f o r i n t e r v e n t i o n c o u l d n o t become e f f e c t i v e b e c a u s e o f t h e 
l a c k o f t r a i n e d s o c i o l o g i s t s r e a d y t o adopt a m a n a g e r i a l p e r s p e c t i v e . " 
( R o s e , 1977, p . 2 4 ) . N e v e r t h e l e s s , a s de G r a z i a p r a g m a t i c a l l y p o i n t s out 
"The g i a n t c o r p o r a t i o n s and t h e m i l i t a r y f o r c e s c a n , a s M i l l s a s s e r t s , 
f i n d an ample s u p p l y of a p p l i e d s o c i a l s c i e n t i s t s , but s o c a n t h e CIO-AFL, 
the S o c i a l i s t P a r t y , the A m e r i c a n F r i e n d s S e r v i c e Committee and the NAACP." 
(de G r a z i a , 1961, p . 1 1 ) . E v e n i f i t i s c o n c e d e d t h a t most U.K. i n d u s t r i a l 
s o c i o l o g i s t s a r e now u n w i l l i n g t o a d o p t a m a n a g e r i a l p e r s p e c t i v e , t h i s i s 
o n l y p a r t o f the p r o b l e m b e c a u s e the f o c u s of i n d u s t r i a l s o c i o l o g i s t s ' 
r e s e a r c h a c t i v i t i e s h a s r e m a i n e d t h e shop f l o o r r a t h e r t h a n t h e b o a r d room. 
F o r w h a t e v e r r e a s o n s , i n d u s t r i a l s o c i o l o g i s t s c o n t i n u e t o l o o k down, n o t 
up. T h e r e a r e n o t s o many s t u d i e s w h i c h have g i v e n t h o s e on the s hop f l o o r 
i n t h e s e n t i m e n t s o f N i c o l a u s , the knowledge t o p r e d i c t , m a n i p u l a t e and 
c o n t r o l t h e a c t i o n s o f management. S t u d i e s of the a c t i v i t i e s of management 
seem to be m a i n l y u n d e r t a k e n by t h o s e who a r e , o r w i l l end up i n , b u s i n e s s 
s c h o o l s , management c e n t r e s and b u s i n e s s s t u d i e s d e p a r t m e n t s . And t h e y a r e 
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s t u d i e s w h i c h a r e n o t p e r h a p s a s c r i t i c a l o f the p r e v a i l i n g s o c i a l o r d e r 
as might bo w i s h e d . 
Of c o u r s e , r e s e a r c h c o n d u c t e d t o h e l p o n l y one s e c t o r o f s o c i e t y , 
w h e t h e r management o r l a b o u r , no m a t t e r w h e t h e r t o r e d r e s s i m b a l a n c e o r 
w h a t e v e r , i s open t o the same c h a r g e s o f b i a s , o f w e i g h t i n g knowledge i n 
f a v o u r o f one group's o b j e c t i v e s , e t c . Q u e s t i o n s emerge h e r e a b o u t the 
a p p r o a c h w h i c h s h o u l d be t a k e n t o r e s e a r c h and the r o l e of the s o c i o l o g i s t -
s h o u l d i t be s o l e l y a s c h o l a r l y a c t i v i t y whose f i n d i n g s may be l a t e r , and 
q u i t e s e p a r a t e l y , a c t e d upon, a s D a h r e n d o r f f o r i n s t a n c e s u g g e s t s ( D a h r e n d o r f , 
1 9 7 3 ) ; o r i s v a l u e f r e e d o m a myth and t h e r e s e a r c h e r ought t o be m o r a l l y 
c o m m i t t e d a s G o u l d n e r would s u g g e s t ( G o u l d n e r , 1 9 7 0 ) . Ought the s o c i o l o g i s t 
t o be s o c i a l l y r e s p o n s i b l e f o r the c o n s e q u e n c e s o f h i s work, or to l e a v e 
a c t i o n t o o t h e r s ? T h e s e and o t h e r i s s u e s r e g a r d i n g the ' p r o p e r ' u s e of 
i n d u s t r i a l s o c i o l o g y have been w e l l a r g u e d by a number of commentators and 
6 
t h e r e i s l i t t l e n eed t h e r e f o r e t o r e h e a r s e them a g a i n h e r e . N e v e r t h e l e s s , 
i t c a n be a s k e d t h a t no m a t t e r what p r e c a u t i o n s a r e t a k e n " I s i t a t a l l 
p o s s i b l e t o c o n d u c t t h e most ' b a s i c ' and ' n o n - a p p l i e d ' r e s e a r c h u s i n g r e a l 
w o r l d e v e n t s a s d a t a w i t h o u t SOME r i s k of t h e r e s u l t s b e i n g t a k e n o v e r and 
u s e d by 'bad g u y s ' . " ( B o g u s l a w , 1967, p.116, e m p h a s i s i n o r i g i n a l ) . 
O t h e r c r i t i c i s m s of s o c i o l o g y c a n and have been made - the s e l e c t i n g of 
' s a f e ' t o p i c s f o r r e s e a r c h , t h a t i s , t o p i c s w h i c h a r e u n l i k e l y t o have 
p o l i t i c a l l y d i s t u r b i n g r e s u l t s ( I n g l e b y , 1 9 7 2 ) ; o r , t h a t " i n d u s t r i a l s o c i a l 
s c i e n c e h a s f o l l o w e d a p r i m a r i l y t e c h n i c a l o r i e n t a t i o n " ( C h i l d , 1969, p . 2 0 6 ) ; 
of b i a s n o t o n l y i n the s c o p e and o r i e n t a t i o n of the r e s e a r c h and r e s e a r c h e r 
but the b i a s e s o f o m i s s i o n , s h o r t s i g h t e d n e s s and c o n s e r v a t i s m ( K r u p p , 1961, 
p . 3 8 ) ; and " t h e o r e t i c a l myopia" ( M y r d a l , 1958, p . 1 7 5 ) . T h e s e c o n c e r n s a r e 
n o t s e l f - i n d u l g e n t n a v e l - g a z i n g by a r m c h a i r s o c i o l o g i s t s but they a r e i s s u e s 
w h i c h may f u n d a m e n t a l l y a f f e c t t h e p r o d u c t o f s o c i o l o g y . F o r e x a m p l e , 
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" I d e o l o g y , t h e n , may i n t e r t w i n e i n t h e t h e o r y t h a t has tamed, o b s e r v a t i o n s , 
i n t h e l i m i t s t h a t have been o b s e r v e d , i n t h e c h o i c e o f p o s s i b i l i t i e s t h a t 
h a s b e e n made, i n t h e a b s t r a c t i o n , o f t i m e l e s s r e l a t i o n s h i p s f r o m h i s t o r i c a l 
c i r c u m s t a n c e s , and i n t h e s c o p e a n d s e l e c t i v i t y p a t t e r n s t h a t have c i r c u m -
s c r i b e d a t h e o r y . " ( M y r d a l , 1958, p . 1 6 9 ) . S i m i l a r l y t h e d i r e c t i o n s w h i c h 
p r e v i o u s r e s e a r c h g i v e s t o l a t e r work may be c r i t i c a l g i v e n t h a t " I n t h e 
c a s e of i n d u s t r i a l s o c i o l o g y . . . . the h i s t o r i c a l r e c o r d i s a g r i m one." 
( R o s e , 1978, p . 7 ) . 
A n o t h e r i m p o r t a n t c r i t i c i s m of i n d u s t r i a l s o c i a l s c i e n c e made by B a r i t z 
and o t h e r s r e l a t e s t o the f u n d i n g of r e s e a r c h . A g a i n t h e i m p l i c a t i o n s f o r 
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r e s e a r c h i n t h i s r e s p e c t have been w e l l d i s c u s s e d e l s e w h e r e . I n d u s t r i a l 
s o c i o l o g y of c o u r s e , i s p a r t i c u l a r l y v u l n e r a b l e i n t h i s r e s p e c t : " i n d u s t r i a l 
r e s e a r c h i s i n g e n e r a l t h e main f i e l d of ' p r i v a t e l y ' s p o n s o r e d s o c i a l s c i e n c e 
a c t i v i t y , t he v a s t m a j o r i t y of o t h e r r e s e a r c h b e i n g s p o n s o r e d by s t a t e o r 
p u b l i c b o d i e s . " (Shaw, 1975, p . 1 6 ) . The c o n c e r n w i t h s o u r c e s of f u n d s i s 
i m p o r t a n t i f o n l y b e c a u s e " a l m o s t e v e r y o n e " does s p o n s o r e d r e s e a r c h " s i n c e 
none of us have the r e s o u r c e s t o f i n a n c e our own r e s e a r c h . " ( B a i l e y , 1970, 
p . l ) and a s O r l a n s a p p o s i t e l y r e m i n d s us "Money does n o t come f r e e . " ( O r l a n s , 
1969, p . 4 ) . 
However, w h e t h e r or n o t one s e e s s o c i o l o g y a s b e i n g " t h e f l a w e d p r o d u c t 
of a f l a w e d s o c i e t y " ( G o u l d n e r , 1970, p.14) t h e r o l e of t h e s o c i o l o g i s t , 
o t h e r t h a n t h a t of i n a c t i v i t y , may n o t be the most c e n t r a l i n l o o k i n g a t t h e 
u s e s to w h i c h i n d u s t r i a l s o c i o l o g y i s p u t . I t may be t h e p r o d u c t r a t h e r t h a n 
the p r o d u c e r s on w h i c h t h e f o c u s ought t o be p l a c e d . Can i t be used? I s i t 
u s e d ? Who u s e s i t ? How i s i t u s e d ? 
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F o r two r e a s o n s I d e c i d e d !o f o n u s on i h e p r o d u c i and what h a p p e n s t o 
i t r a t h e r t h a n on t h e p r o d u c e r s o f k n o w l e d g e p e r s e . F i r s t o f a l l a f t e r 
r e a d i n g r o u n d t h e a r e a r e g a r d i n g t h e a c t i v i t i e s o f t h e s o c i o l o g i c a l c o m m u n i t y 
a n d t h e i n f l u e n c e s on i t s f u n c t i o n i n g , i t seemed an u n r e w a r d i n g a r e a t o 
s t u d y . Of c o u r s e t h e r e a r e i n f l u e n c e s on t h e p r o d u c e r s o f k n o w l e d g e - i n 
t h i s and e v e r y t y p e of s o c i e t y - but t h a t o b s e r v a t i o n d o e s n o t g e t us v e r y 
f a r . I t t e l l s us v e r y l i t t l e a b o u t s p e c i f i c c a s e s or s o c i e t i e s and a l o t 
a b o u t g e n e r a l i n f l u e n c e s w h i c h seem h a r d to p i n p o i n t i n p r a c t i c e . 
I t was the p r o c e s s t h r o u g h w h i c h s o c i o l o g i s t s ' p r o d u c t s were d i f f u s e d 
w h i c h l o o k e d more r e w a r d i n g t o i n v e s t i g a t e . R e m a r k a b l y l i t t l e work had 
b een done i n the a r e a and much of what had been done was s o u g h t t o f o s t e r 
t h e d i f f u s i o n o f i d e a s i n t o p r a c t i c e ? Who a r e the p e o p l e who t r a n s l a t e , 
p r e s e n t , m i s r e p r e s e n t and p o p u l a r i s e the f i n d i n g s of s o c i o l o g i s t s ? Why do 
t h e y do i t ? How do t h e y do i t ? Any a t t e m p t s made by i n d u s t r i a l s o c i o l o g i s t s 
t o b r i n g t h e i r work t o a w i d e r a u d i e n c e do n o t a p p e a r to be o v e r l y s u c c e s s f u l . 
T h e r e a r e no ' p e t ' s o c i o l o g i s t s of the media who s p r i n g t o mind i n r e l a t i o n 
t o i n d u s t r y a l t h o u g h t h e r e a r e a few i n o t h e r f i e l d s . I t i s someone o t h e r 
t h a n i n d u s t r i a l s o c i o l o g i s t s who p r e s e n t s t h e i r f i n d i n g s . But who wants t o 
h e a r t h o s e f i n d i n g s ? I s t h e r e an a u d i e n c e ? Who a r e t h e y ? How a r e t h e y 
r e a c h e d ? 
T h e s e and o t h e r q u e s t i o n s d i r e c t e d b o t h my r e a d i n g and r e s e a r c h . 
R e a d i n g r ound the a r e a o f d i f f u s i o n - i n w h i c h a g r e a t d e a l o f w o r k has b e e n 
done i n the U.S.A. p a r t i c u l a r l y i n t h e a d o p t i o n o f f a r m i n g p r a c t i c e s s t u d i e d 
by r u r a l s o c i o l o g i s t s - i t became o b v i o u s t h a t t h e f o c u s h a d t o be n a r r o w e d 
down. I t was i m p o s s i b l e t o c h a r t the i n f l u e n c e of s u c h a d i s p a r a t e s u b j e c t 
a s i n d u s t r i a l s o c i o l o g y . But any t h e o r y o r i d e a whose p r o g r e s s was to be 
c h a r t e d would h a v e t o be ( a ) e a s i l y i d e n t i f i a b l e and d i s t i n g u i s h a b l e from 
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o t h e r c u r r e n t i d e a s o r t h e o r i e s , ( b ) e n j o y some m e a s u r e o f p o p u l a r i t y , 
a n d ( c ) be w i t h i n t h e s c o p e o f i n d u s t r i a l s o c i o l o g y - a t l e a s t when i t 
was f i r s t p r e s e n t e d . 
T h e r e was a s h o r t a g e of p o s s i b l e t h e o r i e s o r i d e a s t o c h o o s e f r o m . 
I n d u s t r i a l s o c i o l o g y s u r p r i s i n g l y , when y o u l o o k more c l o s e l y a t i t , i s 
n o t a l l t h a t p o p u l a r ; Or r a t h e r v e r y few o f t h e o u t p o u r i n g s o f i n d u s t r i a l 
s o c i o l o g y have a c h i e v e d any d e g r e e of p o p u l a r i t y o u t s i d e t h e a c a d e m i c s p h e r e . 
However, an i d e a was f i n a l l y c h o s e n and i t was t h a t of autonomous work 
g r o u p s (AWGs). E a s i l y i d e n t i f i a b l e and d i s t i n g u i s h a b l e from o t h e r i d e a s on 
the o r g a n i s a t i o n of work b e c a u s e i t e m p h a s i s e d the g r o u p r a t h e r t h a n t h e 
i n d i v i d u a l . I t e n j o y e d a g r e a t d e a l o f p o p u l a r i t y , e v e n n o t o r i e t y , t h r o u g h 
work i n Norway and Sweden r e s p e c t i v e l y . A l t h o u g h f i r s t p r e s e n t e d by member 
of The T a v i s t o c k I n s t i t u t e o f Human R e l a t i o n s r a t h e r t h a n by r e s e a r c h e r s 
s a f e l y e n s c o n s e d i n t h e s e c u r i t y of a c a d e m i a , the i n i t i a l work on c o a l - m i n i n g 
had, a c c o r d i n g t o Brown, an " a l m o s t c o m p l e t e r e s e a r c h o r i e n t a t i o n (Brown, 
1967, p . 4 1 ) . Of c o u r s e , o p i n i o n s may v a r y a s t o w h e t h e r work c a r r i e d o u t 
by the T a v i s t o c k comes w i t h i n the s c o p e of i n d u s t r i a l s o c i o l o g y . I n t h e 
im m e d i a t e p o s t - w a r y e a r s , t h e T a v i s t o c k and L i v e r p o o l U n i v e r s i t y were t h e 
two n o t a b l e b o d i e s w o r k i n g i n t h e a r e a of i n d u s t r i a l s o c i o l o g y a c c o r d i n g t o 
Cox (197 4 , p . 9 6 ) e v e n though t h e i r e a r l y work "was m a i n l y d e v o t e d t o s m a l l 
s c a l e c o n s u l t a n c y r e s e a r c h " (Cox, 1974, p . 1 0 2 ) . However, Brown s t a t e s t h a t 
" i n t e r m s of t h e o r e t i c a l s o u r c e and a s s u m p t i o n s , methods of i n v e s t i g a t i o n , 
and p e r s o n n e l and o r g a n i s a t i o n the I n s t i t u t e ' s work has been l a r g e l y s e p a r a t e 
from the m a i n s t r e a m of i n d u s t r i a l s o c i o l o g y i n B r i t a i n . " ( B r o w n , 1967, p . 3 5 ) . 
Of c o u r s e , s e p a r a t i o n f r o m t h e m a i n s t r e a m does n o t mean t h a t t h e i r work i s 
n o t or has not come w i t h i n t h e s c o p e of i n d u s t r i a l s o c i o l o g y . 
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Much o f t h e p r o b l e m i n l o o k i n g a t t h e T a v i s t o c k w o r k i n r e t r o s p e c t i s 
t h a t t h e d i r e c t i o n i n w h i c h t h e y p r o c e e d e d i s known, c o l o u r i n g p r e v i o u s w o r k 
w h i c h was n o t s o c o l o u r e d a t the t i m e . T h e i r t e n d e n c y t o f o c u s more on t h e 
y 
r o l e o f c o n s u l t a n t c h a n g e - m a k e r s r a t h e r t h a n t h e o r e t i c a l s o c i a l s c i e n t i s t s 
means t h a t i n c r e a s i n g l y t h e i r work has n o t been s e e n as p a r t o f i n d u s t r i a l 
s o c i o l o g y . Of c o u r s e , a t the same time the d i r e c t i o n of i n d u s t r i a l s o c i o l o g y 
c a n be s e e n t o have changed o v e r t h e y e a r s . Cox s u g g e s t s "The h i s t o r y of 
i n d u s t r i a l s o c i o l o g y i n B r i t a i n i s one o f a g r a d u a l d i f f e r e n t i a t i o n o f a 
more w i d e - r a n g i n g and a c a d e m i c s o c i o l o g i c a l i n t e r e s t from a n a r r o w e r , 
c o n s u l t a n c y b a s e d , a p p l i e d management s c i e n c e . " (1974, p . 7 6 ) . I n o t h e r words, 
the f o c u s of b o t h T a v i s t o c k r e s e a r c h e s and i n d u s t r i a l s o c i o l o g y have c h a n g e d -
but a t t h e time the AWG i d e a was f i r s t p r e s e n t e d t h e r e was some c o r r e s p o n d e n c e 
b e t w e e n the two. T h i s i s a p r o b l e m t h a t w ould be e n c o u n t e r e d i n l o o k i n g a t 
the d e v e l o p m e n t o f any i d e a o v e r a c o u p l e of d e c a d e s . 
B e c a u s e s o l i t t l e was known abou t the a r e a , somewhat t e n t a t i v e s t e p s had 
t o be t a k e n i n o r d e r t o i d e n t i f y t he more i m p o r t a n t a s p e c t s o f the d i f f u s i o n 
p r o c e s s . Work done i n o t h e r f i e l d s gave no r e a l i n d i c a t i o n a s t o what were 
th e i m p o r t a n t e l e m e n t s i n t h e s p e c i f i c p r o c e s s o f d i f f u s i o n of AWGs. A f t e r 
c a r e f u l d e l i b e r a t i o n i t was d e c i d e d f i r s t l y t o l o o k a t the c o v e r a g e w h i c h 
had been g i v e n t o the t o p i c o f AWGs o v e r the y e a r s . T h i s had t h r e e 
p u r p o s e s : 
1. t o f i n d o u t how much and what k i n d o f a t t e n t i o n had b e e n g i v e n 
to the i d e a ; 
2. t o i d e n t i f y the p e o p l e who w e r e w r i t i n g on t h e t o p i c , and the most 
p r o m i n e n t among them; and 
3. t o d i s c o v e r t h e a u d i e n c e t h a t was b e i n g r e a c h e d . 
(As to how t h e s e a r c h was c o n d u c t e d , see t h e p u b l i c a t i o n s s e c t i o n . ) 
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By a n a l y s i n g t h e h u n d r e d s o f r e f e r e n c e s w h i c h w e r e o b t a i n e d , i t . was 
p o s s i b l e t o i d e n t i f y t h e p u b l i c a t i o n s a nd t h e a u t h o r s who were t h e most 
p r o l i f i c i n t h e a r e a . T h u s , ' t h e l i n k e r s ' - t h o s e who l i n k t h e w o r l d o f t h e 
p r o d u c t i o n a n d c o n s u m p t i o n o f knowledge - i n the t o p i c a r e a w e r e i d e n t i f i e d . 
A p p r o a c h e s were made t o the most p r o m i n e n t p u b l i c a t i o n s and p r o l i f i c a u t h o r s , 
n o t one a p p r o a c h b e i n g r e b u f f e d h e r e . Through the c o n v e r s a t i o n s and i n t e r -
v i e w s w h i c h r e s u l t e d , an a p p r e c i a t i o n of the p r o c e s s e s i n v o l v e d i n d i f f u s i o n 
was o b t a i n e d . O t h e r c o n t a c t s and v i s i t s were s u g g e s t e d (and f o l l o w e d u p ) ; 
the m e c h a n i c s of p o p u l a r i s a t i o n were c o n s i d e r e d and d i s c u s s e d ; and t h e i r 
v i e w s of t h e i r a u d i e n c e a i r e d . T h e s e i n t u r n a l l h e l p e d i d e n t i f y t h e 
p o t e n t i a l a u d i e n c e - t h o s e i n the p e r s o n n e l f u n c t i o n . 
So f a r some a s p e c t s of t h e p r o d u c t i o n and l i n k i n g s t a g e s had been 
r e v e a l e d a s w e l l a s the p o t e n t i a l a u d i e n c e - t h o s e i n the p e r s o n n e l f u n c t i o n . 
I t was t h e n n e c e s s a r y t o f o c u s on a more c l o s e l y d e f i n e d i n d u s t r i a l a u d i e n c e . 
Many g e n e r a l c l a i m s r e g a r d i n g t h e use o f s o c i a l s c i e n c e i n i n d u s t r y have 
been made b u t e x c e e d i n g l y l i t t l e i s known a b o u t i n d u s t r i a l o r g a n i s a t i o n s ' 
a w a r e n e s s , i n t a k e o r use o f t h e s u b j e c t m a t t e r . Or, i n t u r n , i f i n d u s t r y 
and i t p r e o c c u p a t i o n ' s a f f e c t s the p r e s e n t a t i o n , i f n o t the p r o d u c t i o n , o f 
s o c i a l s c i e n c e k nowledge. But i t was d i f f i c u l t t o choose an i n d u s t r y : -
w h e t h e r t o l o o k a t an i n d u s t r y i n w h i c h t h e r e was l i k e l y to be the g r e a t e s t 
u s e of s o c i a l s c i e n c e s u c h a s i n a h i g h - t e c h n o l o g y , c a p i t a l i n t e n s i v e 
i n d u s t r y , o r to go f o r a l e s s r a r i f i e d , more t y p i c a l i n d u s t r y where optimum 
c o n d i t i o n s were n o t t o be f o u n d . A f t e r some d e l i b e r a t i o n , the b r e w i n g i n d u s t r y 
was c h o s e n f o r a number of r e a s o n s , the main one b e i n g t h a t work on AWGs 
had been t r i e d i n t h e i n d u s t r y . (More d e t a i l e d r e a s o n s f o r t h e c h o i c e of 
the b r e w i n g i n d u s t r y a r e g i v e n i n the B r e w i n g S e c t i o n : p . l ) I n t e r v i e w s i n 
24 b r e w i n g c o m p a n i e s o f v a r y i n g s i z e s took p l a c e . From t h e s e i t was p o s s i b l e 
to f i n d o u t where managers and o t h e r s g e t t h e i r i n f o r m a t i o n from and make 
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e v a l u a t i o n s o f t h e i r i n f o r m a t i o n s c a n n i n g a c t i v i t i e s ; t h e i r o p i n i o n s a n d 
u s e s o f t h e v a r i o u s s o u r c e s ; t h e i r t r a i n i n g , o p i n i o n s a nd us e s o f t h e 
s o c i a l s c i e n c e s , e t c . A t t h e same t i m e t h e i m p o r t a n t as w e l l as p o t e n t i a l 
c o m m u n i c a t o r s o f i d e a s and p r a c t i c e s w e r e i d e n t i f i e d - t h e c o n s u l t a n t s , 
t h e b u s i n e s s and management o r g a n i s a t i o n s , e t c . I n t u r n , a p p r o a c h e s w e r e 
made t o the most p r o m i n e n t and o f t e n - m e n t i o n e d of t h e s e . So by l o o k i n g a t 
t h e a r e a o f c o n s u m p t i o n , i t was p o s s i b l e t o work b a c k w a r d s i n the p r o c e s s 
of knowledge t r a n s m i s s i o n t o the l i n k e r s . I n t u r n , the l i n k e r s were a s k e d 
a b o u t t h e i r t r a i n i n g and t h e i r o p i n i o n s of t h e s o c i a l s c i e n c e s and s o c i a l 
s c i e n t i s t s , and t h e i r c o n t a c t s w i t h the l a t t e r ; t h e i r p e r c e p t i o n of t h e i r 
a u d i e n c e , e t c . I n t h i s way, i t was hoped t o g e t an o v e r a l l p i c t u r e of t h e 
p r e v a i l i n g c l i m a t e of o p i n i o n o f the s o c i a l s c i e n c e s . And t o l o o k , as 
B a r i t z s u g g e s t s , a t t h e " s o c i a l u s e o f k n o w l e d g e " ( 1 9 6 0 , p . x i ) . 
T h i s p r o c e d u r e was n o t a s h a p h a z a r d a s i t might a p p e a r . T h o s e p e o p l e 
who had been i d e n t i f i e d a s i m p o r t a n t l i n k e r s r e g a r d i n g AWGs were n o t n e c e s s a r i l y 
the same a s t h e l i n k e r s who r e a c h an i n d u s t r y . By w o r k i n g from two d i r e c t i o n s -
from p r o d u c t i o n to the l i n k e r s and from c o n s u m p t i o n to t h e l i n k e r s , a much 
c l e a r e r o v e r v i e w of the a r e a a s to who and what t y p e of l i n k e r was i m p o r t a n t 
a t d i f f e r e n t s t a g e s i n t h e d i f f u s i o n p r o c e s s c o u l d be o b t a i n e d . 
N e v e r t h e l e s s the p r o c e d u r e was t e n t a t i v e - i t was a f t e r a l l an e x p l o r a t o r y 
s t u d y - and w h i l e t h e g e n e r a l a p p r o a c h was p l a n n e d i n a d v a n c e , i t has t o be 
r e f i n e d and r e d e f i n e d a s the r e s e a r c h and i n t e r v i e w s p r o g r e s s e d . 
However, i n l o o k i n g a t the p r o b l e m s and q u e s t i o n s o f u s e , a n d i n t h i s 
way, a number o f i s s u e s r e m a i n u n e x p l a i n e d . Why, f o r i n s t a n c e , do some 
and n o t o t h e r e q u a l l y a t t r a c t i v e i d e a s become p o p u l a r ? Why do t h e r e a p p e a r 
t o be f a s h i o n s i n s u c h an a r e a ? Can any p r e d i c t i o n s be made a b o u t the c o n t e n t 
or t y p e o f i d e a s t h a t w i l l become f a s h i o n a b l e ? Those p e o p l e who had been 
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i d e n t i f i e d as i n some way c o n c e r n e d w i t h t h e r o l e o f l i n k i n g w e r e a s k e d a b o u t 
t h e s e a r e a s as w e l l as q u e s t i o n s r e g a r d i n g , f o r i n s t a n c e , w h a t c o n s t i t u t e d 
f o r j o u r n a l i s t s a 'good' i d e a ? I n t h i s way, i t was h o p e d some i n s i g h t 
i n t o the p o p u l a r i s a t i o n p r o c e s s c o u l d be o b t a i n e d . The d a t a a r e o n l y 
s u g g e s t i v e b u t t h e y do open up a v e n u e s f o r s p e c u l a t i o n and p o s s i b l e f u r t h e r 
r e s e a r c h . 
Movement of f a s h i o n s i n i d e a s h a s been of i n t e r e s t t o s o c i o l o g i s t s 
and o t h e r s f o r d e c a d e s . Marx h e l d t h a t "we must s t u d y b o t h t h e c o n c r e t e 
p r o c e s s e s w h i c h g i v e r i s e t o v a r i o u s t y p e s o f i d e a s t o g e t h e r w i t h the 
f a c t o r s w h i c h d e t e r m i n e w h i c h i d e a s come i n t o p r o m i n e n c e w i t h i n a g i v e n 
s o c i e t y . " ( G i d d e n s , 1971, p . 4 1 ) . 
V a r i o u s i n t e r p r e t a t i o n s have been made of the o r i g i n o f t h e i d e a s 
d ominant i n a s o c i e t y . Marx, f o r i n s t a n c e , h e l d t h a t " i n c l a s s s o c i e t i e s , 
t h e r u l i n g i d e a s o f any e p o c h a r e the i d e a s o f the r u l i n g c l a s s " ( G i d d e n s , 
1971, p . 4 2 ) . Max Weber u s e d t h e n o t i o n o f ' e l e c t i v e a f f i n i t y ' , t h u s 
r e l a t i n g i d e a s and i n t e r e s t s . A c c o r d i n g t o G e r t h & M i l l s ( 1 9 4 8 , p . 6 2 ) : 
" I d e a s , s e l e c t e d and r e i n t e r p r e t e d from the o r i g i n a l d o c t r i n e , do g a i n an 
a f f i n i t y w i t h t h e i n t e r e s t o f c e r t a i n members of s p e c i a l s t r a t a ; i f t h e y do 
n o t g a i n s u c h an a f f i n i t y , t h e y a r e abandoned. ... Both the i d e a s and t h e i r 
p u b l i c s a r e s e e n a s i n d e p e n d e n t ; by a s e l e c t i v e p r o c e s s e l e m e n t s i n b o t h 
f i n d t h e i r a f f i n i t i e s . " ( G e r t h and M i l l s , 1948, p . 6 3 ) . More r e c e n t l y and 
h e d g i n g h i s b e t s , Schon r e m a r k s "Whether i d e a s i n good c u r r e n c y t a k e t h e 
f orm of a s y s t e m , or o f a theme and v a r i a t i o n s , t h e y u n q u e s t i o n a b l y r e v e a l , 
a t any g i v e n t i m e , a f a m i l y r e s e m b l a n c e w h i c h t e s t i f i e s t o t h e o v e r l a p p i n g 
and m u t u a l l y i n t e r a c t i v e p r o c e s s by w h i c h t h e y came t o be. 
A t bottom, t h i s f a m i l y r e s e m b l a n c e may s t e m from the e n v i r o m e n t a l , 
t e c h n o l o g i c a l , e c o n o m i c and c l a s s - r e l a t e d c o n d i t i o n s o f t h e s o c i e t y . We 
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o a n n o t s s p a r a l e t h e t h e o r e t i c a l d i m e n s i o n o f H s o c i a l s y s t«m f r o m i t s s t r u e 
t u r e and c u l t u r e . " ( S c h o n , 1 9 7 1 , p . 1 4 1 ) . U s i n g t h e n o t i o n o f a Z e i t g e i s t 
o r t h e ' s p i r i t o f t h e a g e ' , Schon does n o t say how t h e v a r i o u s a s p e c t s o f 
s o c i e t y s p e c i f i c a l l y a f f e c t i d e a s , o r , by e x t e n s i o n , how any p r e d i c t i o n s 
c a n be made. He i s n o t a l o n e - how can y o u r e c o g n i s e a r u l i n g i d e a when 
you see one? A t what s t a g e c a n you s a y t h e r e i s some a f f i n i t y ? - p e r h a p s 
an i d e a i s j u s t a b o u t t o be abandoned? One p r o b l e m l i e s i n t r y i n g to r e l a t e 
'grand' t h e o r y to t h e s m a l l n e s s o f e v e r y d a y l i f e . A re a l l i d e a s i n a s o c i e t y 
i n t e r r e l a t e d or r e l a t e d t o i n t e r e s t s of s p e c i a l s t r a t a or r u l i n g c l a s s e s ? 
Or i s t h e r e no n e e d f o r s u c h a hegemonic v i e w of s o c i e t y ? Most commentators 
a r g u e t h a t some d i v e r s i t y c a n be t o l e r a t e d i n c a p i t a l i s t s o c i e t i e s , b u t a t 
what s t a g e do i d e a s become t h r e a t e n i n g and how c a n t h i s be p r e d i c t e d ? I t i s 
a p r o b l e m e n c o u n t e r e d b u t n o t r e s o l v e d i n many o t h e r s ' a n a l y s i e s . R o g e r s , 
f o r i n s t a n c e , n o t e s "The e l i t e a r e i n c l i n e d t o s c r e e n out i n n o v a t i o n s whose 
c o n s e q u e n c e s t h r e a t e n t o d i s t u r b the s t a t u s quo, f o r s u c h d i s r u p t i o n may 
l e a d t o a l o s s o f p o s i t i o n f o r the e l i t e . The ' d a n gerous' i n n o v a t i o n s a r e 
o f t e n t h o s e of a r e s t r u c t u r i n g n a t u r e , r a t h e r t h a n new i d e a s w h i c h w i l l 
a f f e c t o n l y the f u n c t i o n i n g of the s y s t e m . " ( R o g e r s , 1971, p . 3 4 0 ) . But 
how c a n an e l i t e t e l l what i s g o i n g t o be t h r e a t e n i n g , how c a n t h e y know 
t h e p o s s i b l e r a m i f i c a t i o n s of a new i d e a ? How c a n any judgement be made 
by s o c i o l o g i s t s a s w e l l , r e g a r d i n g what c o n s t i t u t e s a ' d a n gerous' i n n o v a t i o n ? 
How do t h e e l i t e s c r e e n out i n n o v a t i o n s ? An a n a l y s i s may be p o s s i b l e i n 
r e t r o s p e c t , a s f o r i n s t a n c e , i n J o h n E l l i o t t ' s " C o n f l i c t o r C o o p e r a t i o n " 
( 1 9 7 8 ) o f how an i d e a p r o g r e s s e s and the i n f l u e n c e s upon i t s d e v e l o p m e n t , 
y e t i t would s t i l l a p p e a r i m p o s s i b l e t o make o t h e r t h a n v e r y g e n e r a l , and 
a l r e a d y v o i c e d p r e d i c t i o n s . 
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S c h o n ' s n o t i o n o f a f a m i l y r e s e m b l a n c e o f i d e a s g i v e s s u p p o r t t o an 
i m p o r t a n t mechanism i n the p o p u l a r i s a t i o n of i d e a s , a w i s h t o a v o i d change, 
A g r a p h i c , s t a t e m e n t of t h i s has been g i v e n by Simmei: "The h i g h e s t 
c l a s s e s , a s e v e r y o n e knows, a r e the most c o n s e r v a t i v e and f r e q u e n t l y 
enough they a r e e v e n a r c h a i c . They d r e a d e v e r y motion and change, not 
b e c a u s e they have an a n t i p a t h y f o r the c o n t e n t s or b e c a u s e the l a t t e r a r e 
i n j u r i o u s t o them, b u t s i m p l y b e c a u s e i t i s change and b e c a u s e t h e y r e g a r d 
e v e r y m o d i f i c a t i o n o f the w h o l e , a s s u s p i c i o u s and d a n g e r o u s . No change 
c a n b r i n g them a d d i t i o n a l power, and e v e r y change c a n g i v e them s o m e t h i n g 
to f e a r , b u t n o t h i n g to hope f o r . The r e a l v a r i a b i l i t y of h i s t o r i c a l l i f e 
i s t h e r e f o r e v e s t e d i n the m i d d l e c l a s s e s . . . " ( S i m m e i , 1957, p . 5 5 5 ) . 
E l i t e s , a c c o r d i n g t o t h i s v i e w , do no t m e r e l y s c r e e n out the d a n g e r o u s 
b u t would t r y t o s c r e e m out a l l i n n o v a t i o n s . Thus i t i s f o r c e s of r e a c t i o n 
a g a i n s t t h e new, w h i c h e n s u r e t h a t the p r e v a i l i n g or dominant i d e a s p e r s i s t . 
But Simmei does n o t s a y a n y t h i n g a b o u t why o r how c e r t a i n i d e a s may d i s p l a c e 
o t h e r s o r come t o f a s h i o n . 
I t i s , I would a r g u e , t h e n o t i o n of c o n s e r v a t i s m w h i c h may h o l d the key 
t o many of t h e s e i s s u e s . C o n s e r v a t i s m , not i n a p o l i t i c a l or i d e o l o g i c a l 
s e n s e , b u t c o n s e r v a t i s m a s a d e f e n c e of the e x i s t i n g s t a t e of a f f a i r s . I n 
the f a c e of c h a l l e n g e t o the s y s t e m or the o r g a n i s a t i o n , the minimum amount 
of change n e c e s s a r y w i l l be e f f e c t e d . I t i s a c o n s e r v a t i s m , t h e n , w h i c h 
s e e k s t o m i n i m i s e d i s r u p t i o n and i t w i l l a f f e c t n o t o n l y the pace of change 
but the ty p e of change w h i c h t a k e s p l a c e . I n t h i s v i e w, i n n o v a t i o n o c c u r s 
o n l y under t h r e a t - from c o m p e t i t o r s , l a b o u r , government, e t c . Change i s 
n o t w i l l i n g l y s o u g h t . Change, however, t a k e s p l a c e . The c o n d i t i o n s u n d e r 
w h i c h o r g a n i s a t i o n s o p e r a t e a r e c o n s t a n t l y a l t e r i n g , and c h a l l e n g e s t o the 
o r g a n i s a t i o n f r e q u e n t . A d a p t a t i o n s and a d j u s t m e n t s have to be made. But 
a s Simmei p o i n t s o u t , t h o s e a t the top have e v e r y t h i n g to l o s e by change so 
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any a d j u s t m e n t s w i l l be m i n i m i s e d . ' S a l e ' i n n o v a t i o n s - t h o s e w h i c h have 
been t r i e d and t e s t e d w i l l be s o u g h t ; u n s a f e i n n o v a t i o n s w i l l be a v o i d e d , or 
i f t h e y c a n n o t be a v o i d e d , a d a p t e d so t h a t t h e i r p o t e n t i a l d i s r u p t i v e e f f e c t 
can be weakened (many c o m p a n i e s ' r e a c t i o n to the t h r e a t e n e d i m p l e m e n t a t i o n 
of the B u l l o c k Committee p r o p o s a l s i s a good example - one b r e w i n g company 
m e n t i o n e d t h e i r r e a c t i o n and a c t i o n ) . Thus i t i s not r e v o l u t i o n but 
e v o l u t i o n w h i c h i s s o u g h t by t h o s e i n c o n t r o l of o r g a n i s a t i o n s i n an a L t e m p t 
to p r e s e r v e t h e i r p o s i t i o n and s t a b i l i t y . E v e n amongst t h o s e who a p p e a r 
a c t i v e l y t o s e e k change - the e n t r e p r e n e u r s , the m a n a g e r i a l w h i z - k i d s -
t h a t change i s a l w a y s w i t h i n a framework. I t i s a framework of c a p i t a l i s m , 
of p r o f i t s , o f management's r i g h t t o manage - i t i s n o t r a d i c a l . I n o t h e r 
w ords, t h e i r w o r l d v i e w i n f o r m s the c h a n g e s t h a t a r e c o n s i d e r e d , somewhat on 
the l i n e s o f a K u h n i a n p a r a d i g m . I n t u r n , i t can be a r g u e d t h a t t h e i r 
i n n o v a t i o n s a r e o n l y s e e n a s s u c h i n t h e l i g h t of o t h e r s ' c o n s e r v a t i s m -
i n n o v a t i o n s i s , a f t e r a l l , o n l y a r e l a t i v e t erm. 
T h u s , a number o f p a c k a g e s have r e c e n t l y e n j o y e d f a v o u r w i t h management: 
A c t i o n C e n t e r e d L e a d e r s h i p , L e a d e r s h i p T r u s t , C o v e r d a l e , C ommunication Groups, 
B r i e f i n g Groups, P a r t i c i p a t i v e P r a c t i c e s . Y e t some o f t h e s e e x p e n s i v e 
p a c k a g e s have r e p l a c e d o t h e r s i n t h e l i s t i n a number o f c o m p a n i e s . 
D i f f e r e n c e s have o b v i o u s l y been i d e n t i f i e d , and change f e l t t o have been 
i m p l e m e n t e d i n a l t e r i n g the package w h i c h the o r g a n i s a t i o n s u b s c r i b e s t o , 
y e t t o an o n l o o k e r the v a r i o u s p a c k a g e s a r e a l l v a r i a t i o n s on a theme: 
managers s h o u l d l e a d y e t communicate w e l l w i t h s u b o r d i n a t e s i n o r d e r t o 
l e a d e f f e c t i v e l y . Of c o u r s e t h e r e a r e d i f f e r e n c e s between the p a c k a g e s , 
b u t t h e y a r e n o t g r e a t and h a r d l y w a r r a n t the t a g ' i n n o v a t i o n ' or e v e n 
'change'. 
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S i m i l a r l y , an i d e a s u o h a s AWGs i s n e i t h e r new ( a l t h o u g h i t s r e c e n t 
p r e s e n t a t i o n may have a l t e r e d the e m p h a s i s on i t s v a r i o u s e l e m e n t s ) -
h a v i n g been p r a c t i s e d by w o r k e r s i n s t e e l - m a k i n g , d o c k i n g and m i n i n g 
f o r many y e a r s ; n o r r e v o l u t i o n a r y , b e a r i n g r e m a r k a b l e s i m i l a r i t y t o 
human r e l a t i o n s i d e a s of the 3 0 s w h i c h have o n l y r e c e n t l y a c h i e v e d 
r e s p e c t a b i l i t y i n t h e e y e s o f some managers i n t h i s c o u n t r y . As Schon 
s u g g e s t s : " I d e a s a r e o f t e n s l o w t o come i n t o good c u r r e n c y ; and, once i n 
good c u r r e n c y and i n s t i t u t i o n a l i z e d , t h e y a r e s l o w t o f a d e away" and " e v e n 
when an i d e a d i e s i n a p a r t i c u l a r form, i t may c o n t i n u e to i n f l u e n c e 
s u c c e e d i n g i d e a s . . . " ( S c h o n , 1971, p . 1 3 8 ) . Thus what have been a c c e p t a b l e 
i d e a s and w h i c h have n o t c h a l l e n g e d t h e s t a t u s quo h e l p i n f o r m what i d e a s 
became p r o m i n e n t and s i m u l t a n e o u s l y h e l p p r e v e n t t h e i n s u r g e n c e of r a d i c a l 
i d e a s . 
S c h o n ' s n o t i o n o f a f a m i l y r e s e m b l a n c e of i d e a s i n good c u r r e n c y c a n 
be e x t e n d e d l o g i c a l l y t o i n c l u d e a f a m i l y r e s e m b l a n c e o v e r time a s w e l l a s 
a t t h e p r e s e n t moment. Thus i n any g r o u p o f i d e a s e n j o y i n g p o p u l a r i t y , 
some w i l l p r e c e d e and some f o l l o w o t h e r s . E l e m e n t s o f one a r e f o u n d i n 
a n o t h e r from w h i c h o t h e r e l e m e n t s w i l l emerge and i n f o r m l a t e r i d e a s . I t 
w i l l n o t be s i m p l y a c l u s t e r o f i d e a s , r e g r o u p e d and r e - a r r a n g e d from time 
t o time w h i c h w i l l e n j o y good c u r r e n c y b u t a number of i d e a s , some e m e r g i n g , 
some f a d i n g . I n t h i s way change becomes manageable, i t c a n be d e a l t w i t h 
w i t h i n t h e s y s t e m , i t r e q u i r e s no g r e a t s h a k e - u p s or f u n d a m e n t a l a l t e r a t i o n s 
t o t h e p r e v a i l i n g scheme o f t h i n g s . O b v i o u s l y t h e r e a r e r u p t u r e s i n s o c i e t i e s 
w h i c h c a l l f o r r a p i d and s e a r c h i n g c h a n g e s . War i s an e x a m p l e . Y e t when 
e x a m i n i n g some c h a n g e s r e s u l t i n g from s u c h r u p t u r e s a s C h i l d h a s done i n 
l o o k i n g a t t h e d e v e l o p m e n t o f B r i t i s h Management Thought i t c a n be s e e n t h a t 
change i s s l o w , p onderous and o n l y an u n d e r l y i n g t r e n d . 
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T h i s i s n o t t o s u g g e s t t h a t r e v o l u t i o n a r y c h a n g e s may n o t t a k e p l a c e , 
but t h a t r a t h e r t h e 'newness' of i d e a s may be a m i r a g e . Of c o u r s e , r a d i c a l 
i d e a s may be accommodated and pose l i t t l e t h r e a t to the s t a t u s quo. D e v i a n t 
v i e w s w h i c h f a l l o u t s i d e the c o n s e n s u s a r e t r e a t e d , a c c o r d i n g to M i l i b a n d 
" a s c u r i o u s h e r e s i e s o r , e v e n more e f f e c t i v e l y , by t r e a t i n g them a s i r r e l e v a n t 
e c c e n t r i c i t i e s ..." ( 1 9 7 3 , p . 2 1 3 ) . P a r t of t h i s may be what Meyersohn and 
i f e t z comment on: "When a f a d h a s r e a c h e d f u l l bloom, i t s d i s t i n g u i s h i n g 
f e a t u r e s become s o b l u r r e d t h a t some a r e t o t a l l y l o s t . " ( 1 9 5 7 , p . 6 0 1 ) . 
S i m i l a r l y , Shawyer n o t e d t h a t t h e p e r c e p t i o n o f an i d e a c h a n g e s o v e r t i m e , 
becoming more r e s p e c t a b l e and s a f e . ( 1 9 7 0 , p . 5 5 6 ) . Whether t h i s i s due t o 
h a b i t u a t i o n to the new i d e a , o r an a l t e r a t i o n o f i t s d i s t i n g u i s h i n g f e a t u r e s 
i s d e b a t e a b l e . However, the f o c u s h e r e moves s u b t l y from the a b i l i t y o f the 
p r o d u c e r to i d e a s t o f o r c e change, t o the a b i l i t y of the r u l i n g c l a s s / e l i t e 
t o i n c o r p o r a t e o r accommodate c h a n g e . 
As r e g a r d s w h i c h i d e a s come i n t o good c u r r e n c y , w h i l e i t may n o t be 
i r r e l e v a n t t o q u e s t i o n p o s s i b l e i n f l u e n c e s s u c h a s the ' p o l i t i c a l power of 
p r i v a t e c a p i t a l ' ( F i n e r , 1 9 7 1 ) w h i c h may a f f e c t what i d e a s g a i n fevour, s u c h 
a s p e c t s may be s e c o n d a r y . The c o n s e r v a t i v e o r i e n t a t i o n o f a r u l i n g c l a s s 
and one w h i c h owns i n d u s t r i a l o r g a n i s a t i o n s i s one w h i c h i s l i k e l y t o be 
r e f l e c t e d i n t h e g o a l s and a t t i t u d e s o f managers ( s e e N i c h o l s , 1 9 6 9 ) . I n 
t u r n t h i s w i l l be r e s p o n d e d t o i n k i n d by t h o s e who s e r v i c e managers' n e e d s . 
The c o n s e r v a t i v e s t a n c e o f management, the f e a r of u n c o n t r o l l a b l e c h a n g e , 
i s l i k e l y t o be a p p r e c i a t e d by t h o s e who s e e k t h e f a v o u r , p a t r o n a g e or e a r 
of m a n a g e r s . J o u r n a l i s t s who w i s h to r e a c h , and to c o n t i n u e to r e a c h , 
managers; o r g a n i s a t i o n s w h i c h w i s h t o k e e p the i n t e r e s t and i n c r e a s e the 
number of t h e i r members, e t c . I n k e e p i n g t h e r e f o r e , w i t h the o r i e n t a t i o n s 
o f t h o s e who c a l l the t u n e , i t i s n o t t h e r e v o l u t i o n a r y but the t r i e d and 
t e s t e d f o r m u l a s w h i c h a r e p r e s e n t e d . I t i s v a r i a t i o n s on a theme w h i c h a r e 
p r e s e n t e d , u n l e s s and u n t i l some r u p t u r i n g e v e n t o c c u r s . 
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The e x p l a n a t o r y c o n c e p t h e r e i s c o n s e r v a t i s m . The c o n s e r v a t i s m o f the 
r u l i n g or c a p i t a l i s t c l a s s , the r e f l e c t e d c o n s e r v a t i s m of managers and i n 
t u r n t h e c o n s e r v a t i s m of the l i n k e r s whose l i v e l i h o o d depends on m a i n t a i n i n g 
t h e f a v o u r of m a n a g e r s . Thus i d e a s w h i c h a r e l i k e l y t o f i n d f a v o u r w i t h 
management a r e t h o s e w h i c h a r e n o t r a d i c a l l y d i f f e r e n t from t h e r e c e i v e d 
i d e a s , t h o s e w h i c h have a l r e a d y p a s s e d t h r o u g h t h e s i e v e o f a c c e p t a b i l i t y . 
T h e r e have been many s u g g e s t i o n s a s t o how an e l i t e may d e a l w i t h change 
or t h r e a t e n e d c h a n g e , e s p e c i a l l y i n the a r e a of mass media s t u d i e s . ' 1 ' 0 
The c o n c e n t r a t i o n of o w n e r s h i p and c o n t r o l i n the mass media ( s e e 
C u r r a n , 1977, p . 2 2 4 ) - " R a t h e r o b v i o u s l y , t h o s e who own and c o n t r o l the 
c a p i t a l i s t mass media a r e most l i k e l y to be men whose i d e o l o g i c a l d i s p o s i t i o n s 
r u n from s o u n d l y c o n s e r v a t i v e t o u t t e r l y r e a c t i o n a r y . . . " ( M i l i b a n d , 1973, p.204) 
The ' s e e p i n g down' o f o w n e r s ' p r e f e r e n c e s t o e d i t o r s or p u b l i c a t i o n s and 
programmes ( M i l i b a n d , 1973, p . 2 0 5 ) ; t h e w e i g h t and a u t h o r i t y o f t r a d i t i o n , 
a s i n t h e c a s e o f t h e BBC ( G l a s g o w U n i v . Media Group, 1976, p . 8 3 ) ; t h e a g e n d a -
s e t t i n g f u n c t i o n o f t h e mass media (McCombs & Shaw, 1 9 7 2 ) ; the s h a r e d b a c k -
g r o u n d s of r e p o r t e r s and j o u r n a l i s t s - a t l e a s t i n the USA ( J o h n s t o n e e t a l , 
1 9 7 6 ) ; the f a i l u r e of t h e media t o c h a l l e n g e the e x i s t i n g o r d e r ( L a z a r s f i e l d & 
Merton, 1 9 5 7 ) - " F o r t h e s e media n o t o n l y c o n t i n u e d t o a f f i r m t h e s t a t u s quo, 
b u t i n the same me a s u r e , t h e y f a i l t o r a i s e e s s e n t i a l q u e s t i o n s a b o u t t h e 
s t r u c t u r e o f s o c i e t y . " ( L a z a r s f i e l d & Merton, 1957, p . 4 6 5 ) . S i m i l a r l y , t h e 
a v o i d a n c e of t h e d i s t a t e f u l , the r e - s t a t i n g of the u n i v e r s a l l y a c c e p t e d , 
t h e f a v o u r i n g of s a n c t i f i e d v i e w s ; a v o i d i n g t h e c o n t r o v e r s i a l and r e - e c h o i n g 
e s t a b l i s h e d v a l u e s ( K l a p p e r , 1960, p . 3 8 ) ; t h e p r e s s u r e s t o c o n s e r v a t i s m and 
c o n f o r m i t y from government and o f f i c i a l s ( M i l i b a n d , 1973, p . 2 1 0 ) . A l l t h e s e 
and o t h e r f a c t o r s make up the j i g s a w o f how an e l i t e - c o n s c i o u s l y or u n c o n -
s c i o u s l y r e s i s t s t h e new. 
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A l t o g e t h e r t h e n , t h e media - b o t h p a p e r and e l e c t r o n i c - may e a s i l y 
f u n c t i o n t o m a i n t a i n the s t a t u s quo - w h e t h e r due t o the d i r e c t o r i n d i r e c t 
i n f l u e n c e o f t h e r u l i n g c l a s s . I t i s p o s s i b l e t h a t i t i s t h i s same t e n d e n c y 
t o c o n s e r v a t i s m t h a t goes f u r t h e s t i n e x p l a i n i n g t h e ty p e of i d e a s w h i c h 
become p o p u l a r i n i n d u s t r i a l c i r c l e s . However, t h e r e i s u n l i k e l y t o be any 
c l e a r r e s o l u t i o n o f t h e s e i s s u e s h e r e . I n d e e d i t i s my hope t h a t more 
q u e s t i o n s w i l l be r a i s e d t h a n a n s w e r e d . E x p l o r a t o r y r e s e a r c h i s e x c i t i n g 
b e c a u s e i t i s i s e x p l o r a t o r y and h o p e f u l l y , s u g g e s t i v e - o p e n i n g , n o t c l o s i n g 
o f f , a v e n u e s of e n q u i r y . 
But we need now t o l o o k more c l o s e l y a t the mechanisms w h i c h a f f e c t 
and i n f l u e n c e t h e d i f f u s i o n and u s e o f i d e a s . We need t o examine t h e 
c o n t r a d i c t i o n b etween managers' a c c e p t e d s c o r n and d i s t r u s t f o r s o c i a l 
s c i e n c e y e t t h e p l a u s i b i l i t y of a ' s e r v a n t s o f power' t h e s i s r e g a r d i n g 
t h e p r o d u c t s of s o c i a l s c i e n t i s t s . We need t o i n v e s t i g a t e the c o n t e n t of 
s o c i a l s c i e n c e b e i n g p r e s e n t e d t o managers and who i s p r e s e n t i n g i t . We 
need t o d i s c o v e r t h e way i n w h i c h s o c i a l s c i e n c e r e a c h e s managers. And we 
ne e d t o l o o k more c l o s e l y a t the c l a i m s t h a t i n d u s t r i a l s o c i o l o g y h a s g a i n e d 
a s u b s t a n t i a l f o o t h o l d i n some p a r t s of i n d u s t r y . 1 1 
The t h e s i s i s s e t out a s f o l l o w s . F i r s t l y , t h e r e s e a r c h w h ioh h a s been 
c o n d u c t e d i n t o t h e p r o d u c t i o n , l i n k i n g and c o n s u m p t i o n of i d e a s and p r a c t i c e s 
w i l l be c o n s i d e r e d i n g r e a t e r d e t a i l i n an a t t e m p t t o b r i n g out some o f the 
f a c t o r s w h i c h p o t e n t i a l l y a i g h t a f f e c t t h e d i f f u s i o n of i n d u s t r i a l s o c i o l o g y 
( C h a p t e r 1 ) . S e c o n d l y , t h e i d e a o f AWGs w i l l be b r i e f l y e xamined i n o r d e r 
t o o u t l i n e t h e p o t e n t i a l o f the i d e a and i t s component p a r t s f o r management 
and t h e w o r k f o r c e ( C h a p t e r 2 ) . T h i r d l y , t he number and r a n g e of p u b l i c a t i o n s 
on t h e t o p i c w i l l be o u t l i n e d ; t h e s e w i l l , i n t u r n , be d i s c u s s e d and a samp l e 
a n a l y s e d i n o r d e r t o f i n d o u t how the i d e a of AWGs h a s been p r e s e n t e d . 
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C h a p t e r 3 ) . F o u r t h l y , t h e r o l e of o r g a n i s a t i o n s i n d i f f u s i n g i d e a s and 
p r a c t i c e s from t h e s o c i a l s c i e n c e s w i l l be c o n s i d e r e d t o g a i n some a p p r e c i a -
t i o n o f t h e i r s c o p e and t h e c o v e r a g e t h e y g i v e t o t o p i c s s u c h a s i n d u s t r i a l 
s o c i o l o g y and A.W.G.s. ( C h a p t e r 4 ) T h e r e a f t e r the a c t i v i t i e s of s p e c i f i c 
o r g a n i s a t i o n s - the I n d u s t r i a l T r a i n i n g B o a r d s w i l l be c o n s i d e r e d i n an 
a t t e m p t t o e v a l u a t e t h e i r r o l e i n the p r o c e s s of d i f f u s i o n . ( C h a p t e r 5) 
F i f t h l y , t h e r o l e of l i n k e r s w i l l be c o n s i d e r e d i n t h e l i g h t o f c o n v e r s a t i o n s 
and i n t e r v i e w s w i t h a v a r i e t y of p e o p l e c a r r y i n g out t h i s r o l e . The aim 
h e r e i s t o e x p l o r e the v a r i a b l e s and f a o t o r s w h i c h a f f e c t the d i f f u s i o n o f 
i d e a s ( C h a p t e r 6 ) . S i x t h l y , t h e i n t e r v i e w s i n the b r e w i n g i n d u s t r y w i l l be 
d i s c u s s e d i n o r d e r t o d i s c o v e r how t o p i c s s u c h a s i n d u s t r i a l s o c i o l o g y r e a c h 
and e n t e r o r g a n i s a t i o n s ; the r e c e p t i o n g i v e n t o them, a s w e l l a s t h e e v a l u a -
t i o n s o f managers a s r e g a r d s t h e s o c i a l s c i e n c e s . ( C h a p t e r 7 ) . F i n a l l y , 
C h a p t e r 8 w i l l s u m m a r i s e and c o n s i d e r t h e f i n d i n g s of the r e s e a r c h and some 
t e n t a t i v e c o n c l u s i o n s w i l l be a d v a n c e d . 
CHAPTER ONE 




How i s i n d u s t r i a l s ociology brought to the a t t e n t i o n of managers? 
What i n f l u e n c e s i t s production? What i s presented to managers and how? 
Who pr e s e n t s i t , and where? Who r e c e i v e s i t and how i s i t r e c e i v e d ? 
These and many other questions r e g a r d i n g the t r a n s m i s s i o n and use of 
i n d u s t r i a l s o c i o l o g y can be d e a l t with by looking a t the area of d i f f u s i o n . 
To study d i f f u s i o n i s to study the way i n which an idea or p r a c t i c e t r a v e l s 
i n a s o c i e t y . I t i s , above a l l , a process - a process i n which v a r i o u s 
elements i n t e r a c t and i n t e r l i n k . Three b a s i c processes - production, 
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l i n k i n g and consumption - have been i d e n t i f i e d . Although t h i s d i v i s i o n 
i s very much an a r t i f i c i a l one - none of the processes being d i s c r e t e 
( t h i s cannot be o v e r - s t r e s s e d ) - as an h e u r i s t i c device i t helps b r i n g some 
order to t h i s complex a r e a . I t i s , t h e r e f o r e , a d i s t i n c t i o n which w i l l be 
used here. Accordingly, t h i s s e c t i o n i n revi e w i n g the r e s e a r c h on d i f f u s i o n 
w i l l be d i v i d e d i n t o three p a r t s . 
Research i n t o d i f f u s i o n has tended to concentrate on c e r t a i n a r e a s : 
the production of knowledge i n the n a t u r a l s c i e n c e s ; the spread of p r a c t i c e s 
r a t h e r than of ideas ; and, to focus on the U.S.A. r a t h e r than Europe or the 
U.K. E x t r a p o l a t i o n , t h e r e f o r e , from t h i s r e s e a r c h to the s o c i a l s c i e n c e s 
should be done most c a u t i o u s l y . 
( a ) PRODUCTION 
Sociology, as B e l l and Newby point out, takes place i n a p o l i t i c a l 
context: "By p o l i t i c a l context we mean e v e r y t h i n g from the m i c r o p o l i t i c s of 
i n t e r p e r s o n a l r e l a t i o n s h i p s , through the p o l i t i c s of r e s e a r c h u n i t s , i n s t i -
t u t i o n s and u n i v e r s i t i e s , to those of government departments and f i n a l l y to 
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the s t a t e . A l l these contexts VITALLY determine the design, implementation 
and outcome of s o c i o l o g i c a l r e s e a r c h . " (1977, p.10) (Emphasis i n o r i g i n a l ) . 
I t i s on the contexts i n which s o c i o l o g i c a l knowledge i s produced that the 
focus w i l l be i n t h i s s e c t i o n . 
For any knowledge or idea to be used i t must f i r s t be produced. 
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"Production" of knowledge i s not as s t r a i g h t f o r w a r d as i t might at f i r s t 
appear. Most 'production' of s o c i o l o g i c a l knowledge takes place w i t h i n 
14 
the academic sphere e s p e c i a l l y through r e s e a r c h a c t i v i t i e s . 
While the c o n t r i b u t i o n of others should not be overlooked, the focus 
here w i l l be on the a c t i v i t i e s and products of the academic community. The 
accumulated evidenoe and r e s e a r c h on the workings of u n i v e r s i t i e s themselves 
i s s l i m . There appears to be an almost o b s e s s i v e s e c r e c y with which u n i v e r -
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s i t i e s guard t h e i r a c t i v i t i e s . Through p l a c i n g together the r e s e a r c h 
f i n d i n g s from d i s p a r a t e a r e a s , some p o t e n t i a l and p o s s i b l e i n f l u e n c e s on 
the product of s o c i o l o g i s t s can be charted. The extent to which one s p e c i f i c 
f a c t o r operates w i t h i n s o c i o l o g y may be l e s s important than the o v e r a l l 
amount of i n f l u e n c e which can be e x e r t e d . 
In l ooking here a t e x t e r n a l and i n t e r n a l i n f l u e n c e s on academic a c t i v i t i e s 
and products, the aim i s to t r a c e the ways i n which these f a c t o r s i n f l u e n c e 
the d i f f u s i o n and p o t e n t i a l u s e f u l n e s s of academic work. T h i s , i n turn, 
w i l l i n d i c a t e what, i f any, a c t i v i t i e s of academics can p o t e n t i a l l y make 
them 'servants of power'. 
The p o s s i b i l i t y of pursuing 'pure' academic work i s questioned by 
Kuhn's (1974) work on s c i e n t i f i c paradigms which f o c u s s e s on the i n t e r n a l 
workings of s c i e n t i f i c d i s c i p l i n e s . Again, the work of Baldamus, (1961) 
e s p e c i a l l y i n h i s a n a l y s i s of the value-loaded concepts used by academics, 
p o i n t s to e x t e r n a l i n f l u e n c e s on the academic product. L i k e everyone e l s e , 
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producers of knowledge are s u b j e c t to numerous s o c i a l , p e r s o n a l , p o l i t i c a l 
and economic p r e s s u r e s - they are a part of, and r e f l e c t , the wider s o c i e t y . 
I t would be the absence of such p r e s s u r e s , not t h e i r presence which would 
be s u r p r i s i n g . N e v e r t h e l e s s i t w i l l be i n t e r e s t i n g to review the ways i n 
which p r e s s u r e s can be e x e r t e d . In t h i s s e c t i o n , the three main areas of 
i n f l u e n c e w i l l be looked at i n turn: w i t h i n the academic community; through 
government; and through i n d u s t r y and commerce. 
( i ) P r e s s u r e s from w i t h i n the academic community 
The members of the r e s e a r c h community are a h i g h l y s e l e c t e d group. 
At s c h o o l , as undergraduates and postgraduates there i s a c o n t i n u a l s i f t i n g 
of c a n d i d a t e s . The remarkable homogeneity of c l a s s backgrounds i s being 
l i t t l e eroded (See L i v i n g s t o n e , 1972, p.84). The a s p i r a n t s have, a t each 
stage, been f u r t h e r s o c i a l i s e d i n t o the norms of the academic community by 
peers, s u p e r v i s o r s , l e c t u r e r s , e t c . w i t h "the i n c r e a s i n g l y i n t e n s e i n c u l c a t i o n 
of that ethos i n t o those who s u r v i v e each s u c c e s s i v e s t a g e . " ( S h i l s , 1968, 
p.474). The ground r u l e s of the academic community are l e a r n e d and, i n 
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turn, passed on. At the same tims, no r e s e a r c h e r i s completely i s o l a t e d 
from other r e s e a r c h e r s , e.g. i n the d i r e c t i o n of the d i s c i p l i n e , i n c o n t r i -
butions e t c . In Kuhn's work (1962) on paradigms many i l l u s t r a t i o n s of these 
i n f l u e n c e s are given. 
The output from the academic community ranges wide: p u b l i c a t i o n s , 
l e c t u r e s , seminars, conferences, r e s e a r c h r e p o r t s , t h e s e s . The young 
academic in an i n c r e a s i n g l y competitive environment i s under pressure to 
produce, to become ' v i s i b l e ' . V i s i b i l i t y i s most often achieved through 
p u b l i c a t i o n s : books, a r t i c l e s , working papers - j o u r n a l a r t i c l e s being the 
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most numerous. In s e e k i n g ' v i s i b i l i t y ' , academics f o s t e r the d i f f u s i o n 
of t h e i r work - both i n s i d e and outside the academic community - they have 
l i t t l e choice i n t h e i r audience. 
However, i n the main, aoademic j o u r n a l s are run by academics for 
aaademios. In e d i t o r i a l d e c i s i o n s a great d e a l of r e l i a n c e i s placed on 
personal knowledge i n choosing r e f e r e e s and e v a l u a t i o n manuscripts. Thus 
there i s a " r e l a t i v e l y high degree of p e r s o n a l i s a t i o n of the formal communi-
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oation system i n B r i t i s h s o c i a l s c i e n c e . " (Whitley, 1970B). ' P e r s o n a l i -
s a t i o n ' i s probably found i n most f i e l d of human a c t i v i t y but i t s e x i s t e n c e 
means that the unknown, the newcomer, the d i s s i d e n t , the unconventional are 
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l e s s l i k e l y to be heard. Compounding t h i s i s the monopoly enjoyed by 
s e n i o r academics - i n any s p e c i a l i t y - on review panels, i n e d i t o r i a l p o l i c y 
19 
of j o u r n a l s and books, i n r e s e a r c h funding p o l i c i e s . Attempts to upset 
the e s t a b l i s h e d world are u n l i k e l y to be s u c c e s s f u l , and w i l l be r e s i s t e d 
by those who are s e c u r e l y ensconced i n the academic order. A r b l a s t e r i n h i s 
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book 'Academic Freedom' (1974) shows how some academic i n s t i t u t i o n s have 
a c t i v e l y taken s t e p s to muffle d i s s e n t i n g and r a d i c a l views e.g. Warwick, 
while others seem to operate l e s s conspicuously but n e v e r t h e l e s s , e f f e c t i v e l y . 
However, given that other means of communication are a v a i l a b l e , a l l d i s s e n t 
may not be s t i f l e d . Yet the opportunity to be heard may d i f f e r a ccording 
to the i n s t i t u t i o n to which one belongs. C o l l i n s o n and Webber found a 
"connection between p a r t i c u l a r i n s t i t u t i o n s and p a r t i c u l a r j o u r n a l s " (1970, 
p.532) e.g. the B r i t i s h J o u r n a l of Sociology and the L.S.E. and Oxford; 
the S o o i o l o g i c a l Review with L i v e r p o o l and Keele and n o n - u n i v e r s i t y c o n t r i -
butions; Sociology w i t h E s s e x , Cambridge and S t r a t h c l y d e , (A s i m i l a r 
s i t u a t i o n e x i s t s i n the U.S.A. - see L i n and Nelson, 1969, p.49). J o u r n a l s 
seem to p r e f e r s p e c i f i c t o p i c s : B r i t i s h J o u r n a l of Sociology and Theory; 
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Sooiology - methodology; S o c i o l o g i c a l Review - u r b a n / r u r a l sooiology 
( C o l l i n s o n & Webber, 1970, p.539). Whitley found i n an e s t a b l i s h e d f i e l d 
that the r e f e r e e s of a 'pure' j o u r n a l found papers on e m p i r i c a l and method-
o l o g i c a l t o p i c s more acc e p t a b l e than t h e o r e t i c a l work compared with a 
j o u r n a l o p e r a t i n g i n a l e s s s t r u c t u r e d i n t e r d i s c i p l i n a r y a r e a ( W h i t l e y , 
1970A, p.253). T h i s suggests that l e s s t h e o r e t i c a l d i v e r s i t y i s a c c e p t a b l e 
i n e s t a b l i s h e d s p e c i a l i t i e s while newer f i e l d s , perhaps at a p r e - p a r i d i g m a t i c 
r a t h e r than a paradigmatic stage (see Kuhn, 1974) - t o l e r a t e a wider range 
of d i s c u s s i o n . Thus, a e r t a i n topios are l i k e l y to have g r e a t e r prominence 
than ot h e r s i n the major B r i t i s h s o c i o l o g i c a l j o u r n a l s . And the u n i v e r s i t y 
to whiah one i s a t t a c h e d may a f f e c t the a b i l i t y to become ' v i s i b l e ' , and 
by e x t e n s i o n , the d i f f u s i o n of one's r e s e a r c h . Other f a c t o r s a l s o have a 
r o l e to p l a y . For i n s t a n c e , the predominance of men i n t h e i r e a r l y t h i r t i e s 
was a l s o found! ( C o l l i n s o n & Webber, 1970). Thus the i n s t i t u t i o n one 
belongs to, type of a r t i c l e , e.g. e m p i r i c a l or t h e o r e t i c a l , and the topio 
ar e a may be f a c t o r s a f f e c t i n g the s e l e c t i o n of j o u r n a l a r t i c l e s . S i m i l a r l y 
the age and sex of the author may be r e l e v a n t . Not s u r p r i s i n g l y Whitley 
(1970B) found that of 32 e d i t o r s only 13 gave d e t a i l e d reasons f o r r e j e c t i n g 
manuscripts. In most c a s e s , no s p e c i f i c reasons were given f o r r e j e c t i o n . 
E d i t o r i a l a c t i v i t i e s are important: "the manner i n which an e d i t o r or h i s 
e d i t o r i a l board organise a j o u r n a l to process submissions a f f e o t s the a c t u a l 
d e o i s i o n s thus the development of the d i s c i p l i n e or area i n the long term 
(Crane, 1967)". Whitley (1970B) 
21 
While the p u b l i s h or p e r i s h syndrome found i n the U.S. inadequately 
r e f l e c t s aoademic l i f e i n the U.K., the importance of p u b l i c a t i o n s cannot be 
d i s p u t e d . In a c u r r i c u l u m v i t a e , and as support f o r r e s e a r c h a p p l i c a t i o n s , 
p u b l i c a t i o n s may be c r i t i c a l . And those i n e s t a b l i s h e d academic c a r e e r s 
w i l l more e a s i l y o b t a i n r e s e a r c h funds w i t h the accompanying i n c r e a s e d 
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p o s s i b i l i t y of p u b l i c a t i o n and the p r e s t i g e of the aoademic correspondingly 
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enhanoed. The e x i s t e n c e of a Matthew E f f e o t i n the academic world -
where the r i o h get r i c h e r , e t c . - i s not untenable. As Merton puts i t 
"Recognition can be converted i n t o an i n s t r u m e n t a l a s s e t as enlarged 
f a c i l i t i e s are made a v a i l a b l e to the honoured s c i e n t i s t f o r f u r t h e r work. 
Without d e l i b e r a t e i n t e n t on the part of any group, the reward system thus 
i n f l u e n c e s the ' c l a s s s t r u c t u r e ' of s c i e n c e by p r o v i d i n g a s t r a t i f i e d 
d i s t r i b u t i o n of chances, among s c i e n t i s t s , f o r e n l a r g i n g t h e i r r o l e as 
i n v e s t i g a t o r s . The prooess provides d i f f e r e n t i a l a c c e s s to the means of 
s o i e n t i f i o production." (Merton, 1968, p.57). 
I n other ways the Matthew E f f e c t oocurs. Not only the r e l a t i o n s h i p 
between some u n i v e r s i t i e s and some j o u r n a l s , but i n regard to the p r o f e s s i o n a l 
a s s o c i a t i o n of s o c i o l o g y - the B r i t i s h S o c i o l o g i c a l A s s o c i a t i o n , where 
"London and Oxbridge (graduates) together have provided between 1950 and 1970, 
51.3% of the membership, 55.6% of the Committee, and 41.1% of the authors of 
r e s e a r c h papers" ( C o l l i n s o n k Webber, 1970, p.534). I f , as Merton suggests, 
departments w i t h the g r e a t e s t p r e s t i g e a t t r a c t a d i s p r o p o r t i o n a t e share of 
t r u l y promising graduate students - as appears, a p r i o r i , to happen w i t h 
Oxbridge, then B r i t a i n oan be seen to have the makings of a h i e r a r c h i c a l 
r anking of u n i v e r s i t y departments. 
The informal c o l l a b o r a t i o n between members of an academic community -
the exchange of manusoripts and data, the correspondence, seminars, meetings -
has been r e f e r r e d to as an ' I n v i s i b l e C o l l e g e ' . While undoubtedly i n some 
way r e l a t e d to a b i l i t y , Ziman s t a t e s "The u s u a l e n t r y i s by patronage." 
(1968, p.131). In other words, one has to have a Connection i n order to 
make f u r t h e r Connections. The importance of the I n v i s i b l e College should not 
be underestimated " i n p r a c t i c e we defer enormously to the opinions of the 
acknowledged e x p e r t s , the Senior F e l l o w s of our I n v i s i b l e C o l l e g e s , the 
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Chairman of conference s e s s i o n s , the ' i n v i t e d ' speakers, the pundits who 
give oourses at summer s c h o o l s , w r i t e review a r t i c l e s , a d j u d i c a t e between 
c o n f l i c t i n g r e f e r e e s , e d i t j o u r n a l s , s i t on a l l the grant-awarding committees 
and g e n e r a l l y seem to run s c i e n c e f o r us." (Ziman, 1968, p.133) 
I f an ' I n v i s i b l e C o l l e g e ' operates i n s o c i o l o g y - or i n s p e c i f i c areas 
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of sooiology, then i t i s l i k e l y that those a t the top, the 'senior f e l l o w s ' , 
seek to p r o t e c t t h e i r p o s i t i o n s with the maintenance of the s t a t u s quo, 
s c r e e n i n g out any p o s s i b l e d i s t u r b a n c e s . Simultaneously any a s p i r i n g f e l l o w s 
w i l l a s s i d u o u s l y t r y to meet the presumed demands of the s e n i o r f e l l o w s f o r 
admission. The product of s o c i o l o g y , bearing i n mind the i n f l u e n c e of those 
a t the top, i s u n l i k e l y to be very r a d i c a l . Not only w i l l the content of 
s o c i o l o g y which i s a v a i l a b l e f o r d i f f u s i o n be a f f e c t e d , so a l s o w i l l be 
the ways i n which and why d i f f u s i o n o c c u r s . For example, the 'Establishment' 
may frown on attempts to p o p u l a r i s e or demystify s o c i o l o g y and i n t h i s way 
a f f e c t where and how r e s e a r o h i s presented. 
( i i ) The government and i t s i n f l u e n o e 
One important element of the Servants of Power noti o n (and a l s o important 
r e g a r d i n g what i s a v a i l a b l e f o r d i f f u s i o n ) i s that the focus of r e s e a r c h may 
be decided, or a t l e a s t g r e a t l y i n f l u e n c e d , by people or o r g a n i s a t i o n s other 
than p r a c t i s i n g academics. The notion of academic freedom i s , to a l a r g e 
e x t e n t , a myth. R e l i a n c e on outside sources f o r funds means th a t some 
accommodation to the g i v e r s of funds must be made. Whether t h i s accommodation 
r e l a t e s to the favoured type of r e s e a r c h , area of r e s e a r c h e t c . , the academic 
community has to meet demands made from outside t h e i r d i s c i p l i n e . Funds 
from p u b l i c bodies account f o r 85% of u n i v e r s i t y support (Committee on Higher 
Education, 1963, p.217). "The government supports the u n i v e r s i t i e s i n three 
ways: by paying students maintenance g r a n t s , by supporting r e s e a r c h and 
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graduate study through the r e s e a r c h o o u n a i l s , and by d i r e c t payments to 
the i n s t i t u t i o n s through the U n i v e r s i t y Grants Committee..." (Livi n g s t o n e , 1 9 7 4 , 
p.102) 
The U.G.C. - a body comprised mainly of academics - a c t s as intermediary 
between the government and u n i v e r s i t i e s . I t a d v i s e s the C h a n c e l l o r on the 
appropriate t o t a l grant to give to the u n i v e r s i t i e s and on the d i s t r i b u t i o n 
between u n i v e r s i t i e s . While the U.G.C. committee members are s e l e c t e d " f o r 
t h e i r knowledge and standing and not f o r t h e i r p o l i t i c a l a f f i l i a t i o n " 
(Robbins Committee, p.235) the f i n a l d e c i s i o n on f i n a n c i a l support r e s t s w i t h 
the government and i s t h e r e f o r e p o l i t i c a l i n nature. Thus, f o r i n s t a n c e , i t 
i s governments which determine the degree of expansion or c o n t r a c t i o n of 
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u n i v e r s i t i e s . 
Of the gr a n t s made to u n i v e r s i t i e s by the U.G.C., the r e c u r r e n t or 
block grant to cover running expenses i s the most important. " I n theory, 
eaoh u n i v e r s i t y has c o n t r o l over how i t spends the grant." - " I n f o r m a l l y , 
the U.G.C. makes i t p l a i n what i t wishes to encourage and what i t does not." 
( L i v i n g s t o n e , 1974, p.106). Obviously the U.G.C. communicates and p a r t i a l l y 
r e f l e o t s government t h i n k i n g on u n i v e r s i t y matters to the u n i v e r s i t i e s . 
The U.G.C. would seek to meet the "economic and i n d u s t r i a l needs of the 
na t i o n " (U.G.C. memo of Guidance f o r 1967-72 quoted by A r b l a s t e r , 1974, p„57). 
Thus i n the Memo of 1967-72, s p e c i a l a t t e n t i o n was recommended to more 
v o c a t i o n a l courses f o r postgraduates; t r a i n i n g to ease the t r a n s i t i o n from 
academic to the i n d u s t r i a l world; and, g r e a t e r emphasis on a p p l i e d r e s e a r c h 
( A r b l a s t e r , 1974, p.57). S i m i l a r l y , d e c i s i o n s to i n c r e a s e s t a f f - s t u d e n t 
r a t i o s and so reduce the amount of time spent on r e s e a r c h may be oonveyed 
from the government v i a the U.G.C. "The Committee has shown i t s e l f more 
than w i l l i n g to urge and even compel the u n i v e r s i t i e s to move i n the narrowly 
u t i l i t a r i a n grooves d e s i r e d by s u c c e s s i v e governments," ( A r b l a s t e r , 1974, p.57). 
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More a p p l i e d r e s e a r c h , l e s s time f o r r e s e a r c h , g r e a t e r emphasis on v o c a t i o n a l 
t r a i n i n g , e t c . w i l l a f f e c t what i s produced by the academic community. 
Perhaps i t means th a t l e s s p o l e m i c a l m a t e r i a l and m a t e r i a l l e s s tempting 
to the media i s produced, reducing the i n t e r e s t and a t t e n t i o n paid to the 
s u b j e c t . Or i t could mean that an attempt i s being made to meet the 
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demands of a p a r t i c u l a r s e c t o r of s o c i e t y , such as that which g i v e s funds. 
I f academic freedom r e f e r s to freedom to decide course content, and freedom 
of development, then the m y t h i c a l nature of t h a t freedom i s obvious. To 
think otherwise would be n a i v e : "Money does not come f r e e " as Orlans reminds 
us ( i n Sjoberg, 1969, p . 4 ) . Whether the U.G.C. and i t s l a r g e l y academic 
membership "merely puts an acceptable face upon a broad p o l i c y decided i n 
W h i t e h a l l " ( L i v i n g s t o n e , 1974, p.108) or i n f a c t r e p r e s e n t s the u n i v e r s i t i e s ' 
i n t e r e s t s i s debateable. C e r t a i n l y , as the U.G.C. i t s e l f s t a t e d : "The needs 
of the State have almost without e x c e p t i o n been met when the need has been 
shown c l e a r l y , p r e c i s e l y and a u t h o r i t a t i v e l y to e x i s t . " ( C i t e d i n A r b l a s t e r , 
1974, p.50). A remark which suggests that academic c o n s i d e r a t i o n s are by 
no means always primary. 
I t i s through f i n a n c e t h a t the produot of s o c i o l o g y (hence what i s 
a v a i l a b l e from d i f f u s i o n and use) oan be c r u c i a l l y a f f e c t e d . The f i n a n c i n g 
of s o c i o l o g y i s not as s t r a i g h t f o r w a r d as i t may appear. The f i n a n c e for 
Research C o u n c i l s comes from the Department of Education and Science 'soience 
budget'. Unlike the U.G.C., the accounts of the C o u n c i l s have to bear 
c l o s e s c r u t i n y by the Exchequer. But the C o u n c i l s enjoy autonomy i n r e s p e c t 
of t r a i n i n g and r e s e a r c h programmes acco r d i n g to the Rothsohild Report 
(1971, p . 4 ) . Dainton, while r e a f f i r m i n g the Research Counoil p r i n c i p l e t h a t 
aoademic p r i o r i t i e s should be decided by s c i e n t i s t s continued: " i t i s of 
utmost importance t h a t those making these judgements should be c o n t i n u a l l y 
aware of n a t i o n a l needs and o b j e c t i v e . Otherwise there w i l l develop a 
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dangerous and c o r r u p t i n g 'ivory towerism', which w i l l a l s o impede the most 
e f f e c t i v e t r a n s f e r of s c i e n t i f i c ideas and d i s c o v e r i e s to p r a c t i c a l use." 
(Dainton, 1968, p.13). Thus, the 'autonomy' enjoyed by Research C o u n c i l s 
must be h e a v i l y q u a l i f i e d . 'National needs' change from government to 
government and r e f l e c t p o l i t i c a l s t a n oes. Thus, the Research C o u n c i l s , 
l i k e the U.G.C., are l i k e l y to be i n f l u e n c e d by and even r e f l e c t government 
p o l i c y . 
The d i r e c t i n g of r e s e a r c h development i s not merely of academic concern. 
The amount and type of r e s e a r c h undertaken today i n f l u e n c e s the r a t e and 
breadth of f u t u r e r e s e a r c h and by e x t e n s i o n what i s d i f f u s e d . "Most s o c i a l 
soienoe r e s e a r c h i s done by men who gain t h e i r l i v e l i h o o d as t e a c h e r s . The 
problems they s e l e c t f o r r e s e a r c h determine to a c o n s i d e r a b l e e x t e n t what 
they teach. And what they t e a c h determines to an important degree the 
outlook of t h e i r students upon t e c h n i c a l problems and r e l a t e d p o l i c i e s , and 
i n the case of those students who go on to make a c a r e e r of r e s e a r c h , the 
t e a c h i n g they r e c e i v e w i l l i n f l u e n c e h e a v i l y the kind and acuteness of the 
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problems they w i l l e v e n t u a l l y e l e c t to i n v e s t i g a t e . " (Lynd, 1967, p.9-10). 
Concentration on some i s s u e s a t the expense and e x o l u s i o n of o t h e r s , narrows 
the scope and prevents the ' n a t u r a l ' development of academic a c t i v i t y (although 
t h i s l a t t e r c l a i m may be s p u r i o u s given the a l a c r i t y with which academics 
meet sponsors' r e q u i r e m e n t s ) . Any a c t i v i t i e s by the U.G.C. or Research 
C o u n c i l s that reduce the amount of autonomy, and correspondingly the i n t e g r i t y , 
of academic i n s t i t u t i o n s s i m u l t a n e o u s l y reduce aoademic freedom of develop-
ment, and i n c r e a s e the amount of e x t e r n a l i n f l u e n c e on the s o c i o l o g i c a l 
product. 
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The SSRC, d e s p i t e r e c e i v i n g a t i n y proprotion of the DES s c i e n c e 
budget p l a y s an important r o l e i n the funding of r e s e a r c h i n the s o c i a l 
s c i e n c e s . In 1973-4, f o r i n s t a n c e "34% of the t o t a l p r o f e s s i o n a l personnel 
i n v o l v e d i n e x t e r n a l l y funded r e s e a r c h " (Barry e t a l . , 1975) were supported 
by the SSRC. 
The Research C o u n c i l s have g r e a t e r contact with i n d i v i d u a l s and 
departments i n u n i v e r s i t i e s than the U.G.C., and the g e n e r a l i s e d p r e s s u r e s 
from the U.G.C. are l e s s obvious than, say, the concrete p o l i c i e s of the 
SSRC. So pr e f e r e n c e s that the SSRC d i s p l a y s - i n type of work, such as a 
preference f o r e m p i r i c a l r e s e a r c h , (Shaw i n P i a t t , 1976A, p.213), to shun 
m u l t i - d i s c i p l i n a r y r e s e a r c h ; and pre f e r e n c e s f o r s p e c i f i c t o p i c areas i n 
reoent y e a r s , ( A r b l a s t e r , (1974), r e p o r t s that r e s e a r c h i n management/ 
i n d u s t r i a l r e l a t i o n s and eoonomios have been given the hi g h e s t number of 
g r a n t s ) - are more quiokly noted and responded to. 
Given t h a t the SSRC i s an important source of r e s e a r c h funding, as w i t h 
any such body: " a p p l i c a n t s f o r a grant are tempted to t a i l o r the p r e s e n t a t i o n 
of t h e i r p r o j e c t to f i t what they b e l i e v e to be the p r e f e r e n c e s of those 
awarding the g r a n t s . " ( P i a t t , 1976B). I t i s i n t e r e s t i n g then to note Barry 
e t a l ' s comment: "there was no evidence that the Management and I n d u s t r i a l 
R e l a t i o n s Committee was being approaohed for funds f o r r e s e a r c h whose topic 
or r e s u l t s might be p o l i t i c a l l y s e n s i t i v e ( i n the widest meaning of 
' p o l i t i c a l ' ) . " ( B a r r y , e t a l . , 1975, p.31). 
The p r e d e l i c t i o n s of the SSRC i n awarding grants u n d e r l i n e s t h e i r r o l e 
i n h e l p i n g the r i c h get r i c h e r . . . i n u n i v e r s i t y departments. "Large grants 
and programme grants are awarded to u n i v e r s i t i e s with e s t a b l i s h e d r e p u t a t i o n s . 
( B a r r y , e t a l . , 1975, p.34) and the SSRC tends to l i m i t the d i s t r i b u t i o n of 
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grants to a s m a l l number of u n i v e r s i t y i n s t i t u t i o n s - only s m a l l amounts 
going to r e s e a r c h i n p o l y t e c h n i c s . Those outside the e s t a b l i s h e d c e n t r e s 
who seek to e s t a b l i s h a good r e p u t a t i o n may f i n d i t d i f f i c u l t to break i n 
to the c i r c u i t . The SSRC, not s u r p r i s i n g l y , f o l l o w s a 'safe' p o l i c y i n 
awarding grants; i t a l s o appears to go along with demands for r e l e v a n c e i n 
r e s e a r c h . That academic endeavour should be put to p r a c t i c a l use i s a 
r e c u r r i n g theme from the U.G.C. and the Research C o u n c i l s which has s u r f a c e d 
i n the SSRC's Open Door Scheme of the Management and I n d u s t r i a l R e l a t i o n s 
Committee through which employers o r g a n i s a t i o n s , trade unions, consumer 
groups, e t c . are i n v i t e d to suggest r e s e a r c h t o p i c s - w i t h i n a given range. 
Any b i a s e s which e x i s t i n a r e s e a r c h a r e a are l i k e l y to be r e i n f o r c e d by 
emphases on the ' e s t a b l i s h e d ' and the s t a t u s quo. Thus the uses to which 
s o c i o l o g i c a l knowledge i s put, and by whom, w i l l be a f f e c t e d . 
Business s c h o o l s a r e , n a t u r a l l y enough, p r i m a r i l y concerned w i t h 
b u s i n e s s and management problems. That the SSRC favours management and 
i n d u s t r i a l r e l a t i o n s r e s e a r c h (as w e l l as economic r e s e a r c h ) and more support 
i n the f i e l d goes to b u s i n e s s s c h o o l s than u n i v e r s i t i e s (see Barry e t a l . , 
1974, p.18, f i g . 1 1 ) i s s u r e l y i n d i c a t i v e of a managerial b i a s i n t h e i r 
approach. T h i s could e a s i l y be l i k e n e d to meeting ' n a t i o n a l needs' and 
looking a f t e r the ' n a t i o n a l i n t e r e s t ' which, of course, i s taken to be 
e q u i v a l e n t to looking a f t e r the n a t i o n ' s i n d u s t r y and commerce. The 
corresponding dearth of r e s e a r c h r e l e v a n t to trade unions on which the 
TUC has commenced (TUC Report, 1971, p.239, and 1973, p.255) as w e l l as 
others ( A r b l a s t e r , 1974, p.78-9) lends some support to N i c o l a u s ' s claim: 
"Sociology has worked to c r e a t e and i n c r e a s e the i n e q u i t a b l e d i s t r i b u t i o n of 
knowledge; i t has worked to make the power s t r u c t u r e more powerful and 
knowledgeable, and thereby to make the s u b j e c t population r e l a t i v e l y more 
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impotent and i g n o r a n t . " (1972, p.41). Whether or not the knowledge 
produced i s used and does strengthen the e x i s t i n g power s t r u c t u r e (other 
than i n a negative way by merely d i v e r t i n g funds from other a r e a s ) i s a 
moot point and one which i t i s hoped can be answered l a t e r . 
I t i s s u r p r i s i n g that given the apparent response of the U.G.C. and 
Research C o u n c i l s to meeting ' n a t i o n a l needs' (aocording to A r b l a s t e r , 1974) -
a neat euphemism fo r p o l i t i c a l d o c t r i n e - both the U.G.C. and SSRC are 
comprised mainly of academics with r e p r e s e n t a t i v e s from i n d u s t r y and r e s e a r c h 
e s t a b l i s h m e n t s . (Committee on Higher Education, 1963, p.235). However, i t 
i s p o s s i b l e that the U.G.C. and SSRC members are sympathetic to c a l l s made 
' i n the n a t i o n a l i n t e r e s t ' , Aocording to Dainton "The morale of the 
s c i e n t i f i c oommunity, and t h e r e f o r e i t s e f f e c t i v e n e s s i n r e s e a r c h and 
t e a c h i n g i n l a r g e measure depends on the f a c t that the people who make the 
d e t a i l e d d e c i s i o n s on s c i e n t i f i c programmes, awards of g r a n t s , s t u d e n t s h i p 
p o l i c y , e t c . , are known to and r e s p e c t e d by the working s c i e n t i s t . " (1968, p.15) 
Yet as Cherns p o i n t s out " I t i s a l s o i n e v i t a b l e that the people i n v i t e d to 
serve on d i s c i p l i n a r y Committees w i l l tend to r e p r e s e n t an 'Establishment' 
i n that d i s c i p l i n e . " (1967, p.200). Although the l i m i t i n g i n f l u e n c e s on the 
production of s o c i o l o g y can be shown, they are not n e o e s s a r i l y t o t a l l y c r u c i a l . 
(As Rose comments: "any given i n d u s t r i a l i s s u e may be of equal i n t e r e s t to 
managers, s t a t e o f f i c i a l s or s o c i a l s c i e n t i s t s for q u i t e d i s t i n c t r e a s o n s . " 
(1977, p.18).) Research undertaken w i t h c e r t a i n aims and audiences i n mind 
may be u s e f u l and usable to other aims and by other audiences. N e v e r t h e l e s s , 
the r e s e a r c h a c t i v i t i e s of academics do seem to be weighted so as to favour 
the i n t e r e s t s of those who are i n c o n t r o l - of s o c i e t y and to a l e s s e r e x t e n t , 
the academic community. Appointed by the S e c r e t a r y of State f o r Education 
and S c i e n c e , Research C o u n c i l members w i l l tend to be both e s t a b l i s h e d and 
E s t a b l i s h m e n t f i g u r e s , causing l i t t l e worry to t h e i r p o l i t i c a l masters. For 
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" i t i s a t l e a s t as l i k e l y t h a t , f o r most academics, involvement ( i n government 
s e r v i c e ) produoes an 'understanding' of the 'problems' of government which 
makes for a kind of ' r e s p o n s i b l e ' c r i t i c i s m that bears a remarkable resem-
blanoe to more or l e s s s o p h i s t i c a t e d a p o l o g e t i c s . Such men are often s e n i o r 
and eminent academics, t h e i r c o n t r i b u t i o n to the ' o f f i c i a l i s a t i o n ' of 
u n i v e r s i t y thought and behaviour ought not to be underestimated." (Miliband, 
1973, p.223). And i t appears that the academic e l i t e , or the ' s c i e n t i f i c 
barons' as Rex r e f e r s to them (1970) are more than pleased to be c o n s u l t e d 
and i n c o r p o r a t e d i n t o the e l i t e s of other c i r c l e s , e.g. government, bu s i n e s s 
e t c . Thus the r e s p e c t and s t a n d i n g of academics whose ' i n c o r p o r a t i o n ' i s 
seldom r e c o g n i s e d ensures a continued r e a d i n e s s by u n i v e r s i t i e s to concur 
w i t h U.G.C. and SSRC g u i d e l i n e s and by e x t e n s i o n , demands to meet'the n a t i o n a l 
i n t e r e s t ' . The great dependence of u n i v e r s i t i e s on government funds i s 
s i m i l a r l y a f a c t of l i f e more r e a d i l y a p p r e c i a t e d by s e n i o r academics who 
i n the context of the ' c o n s t i t u t i o n a l * government and a d m i n i s t r a t i v e arrange-
ments of u n i v e r s i t i e s and c o l l e g e s have been r e f e r r e d to as "the o l i g a r c h i e s 
who r u l e , and expect everyone e l s e to conform to the r u l e s which they have 
made, and which concentrate ' c o n s t i t u t i o n a l ' a u t h o r i t y i n t h e i r hands." 
( A r b l a s t e r , 1974, p.118 - emphasis i n o r i g i n a l ) . N e v e r t h e l e s s , p r e s s u r e s 
to make the u n i v e r s i t i e s more accountable f o r t h e i r expenditure can and 
have been r e s i s t e d , (Cooper, 1966, p.18) suggesting t h a t a degree of autonomy 
i s sought. Indeed, i t could be argued that the f i c t i o n of independence can 
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only be supported by 'apparent' r e s i s t e n c e to such p r e s s u r e s . 
Governmental d i r e c t i o n of r e s e a r c h manifests i t s e l f a l s o through the 
r e s e a r c h c o n t r a c t s and p r o j e c t s i n i t i a t e d by government departments and 
p u b l i c bodies. The DHSS r e s e a r c h budget, f o r i n s t a n c e , amounted i n 1975 to 
£5 m i l l i o n compared with the £3 m i l l i o n budget of the SSRC. The emphasis 
i n government p o l i c y i n r e c e n t y e a r s has been to i n c r e a s e awareness of 
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r e s e a r c h f i n d i n g s and t h e i r p o s s i b l e a p p l i c a t i o n . Problem-centred r e s e a r c h 
i s open to c r i t i c i s m - not only from the p e r s p e c t i v e of the academic d i s c i -
p l i n e , but because " I f we have given any advice at a l l , i t has been to those 
i n high power. The u n w i t t i n g consequence of t h i s one-sided c o n s u l t a n t r o l e 
has been t h a t we have too o f t e n assumed t h a t the s o c i a l pathology has been 
i n the ghetto r a t h e r than i n those who have b u i l t the w a l l s to surround i t , 
t h a t the 'disadvantaged' are the ones who need to be changed r a t h e r than 
the people and the i n s t i t u t i o n s who have kept the disadvantaged i n a submerged 
c o n d i t i o n . " (Deutsch, 1971). The p a r a l l e l with conducting ' u s e f u l ' r e s e a r c h 
and r e s e a r c h i n ' p r i o r i t y a r e a s ' i s obvious. There are other p o s s i b l e 
r e p e r c u s s i o n s : "When s o c i o l o g y .... becomes an a p p l i e d s c i e n c e i n response 
to the demands of a bureaucracy, e i t h e r p u b l i c or p r i v a t e , i t tends not only 
to l o s e i t s freedom of c h o i c e as regards r e s e a r c h options and to approach 
r e a l i t y l o o king f o r answers to questions asked by i t s patrons - f o r i t owes 
i t s s u b j e c t matter and i t s r e s o u r c e s to a bureaucracy and makes a d m i n i s t r a t i v e 
o r g a n i s a t i o n i t s f a v o u r i t e o b j e c t of study - but i t more than ever r i s k s 
t u r n i n g i n t o a d m i n i s t r a t i v e s o c i o l o g y or s o c i o l o g i c a l a d m i n i s t r a t i o n : " 
(Bourdieu & Passeron, 1967, p.185-6). S i m i l a r l y : "Some of the dangers of 
a l l y i n g the u n i v e r s i t i e s w i t h government and i n d u s t r y are obvious. Others 
are s u b t l e . I b e l i e v e a c a r e f u l study would show t h a t , i n c r e a s i n g l y , the 
v a l u e s of the academic have become the v a l u e s of the market p l a c e or the 
governmental arena and not the v a l u e s of the f r e e i n t e l l e c t . The age of 
f a c u l t y and u n i v e r s i t y a f f l u e n c e has e x a l t e d economic advantage at the 
expense of human and humane v a l u e s . " (McConnell, 1966, p.90). 
Funds to u n i v e r s i t i e s a l s o come from m i l i t a r y s o u r c e s . I n 1971-2 
"...Sussex r e c e i v e d 21% of i t s r e s e a r c h money from m i l i t a r y sources, 
Oxford 13% and Cambridge 9%." ( A r b l a s t e r , 1974, p.66). T h i s " p a r t i c u l a r l y 
unsavoury source" as A r b l a s t e r c a l l s i t , not only f i n a n c e s r e s e a r c h p r o j e c t s 
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but a l s o funds 'defence l e c t u r e s h i p s ' (seven i n a l l ) . As with other 
sponsors "Normally there are no e x p l i o i t c o n d i t i o n s and no d i r e c t 
i n t e r v e n t i o n by the outside p i p e r . He o a l l s the tune n e v e r t h e l e s s , simply 
beoause the i n s t i t u t i o n takes oare to avoid any r i s k of c o n f r o n t a t i o n or 
a row by the simple device of not making the k i n d of appointment l i k e l y to 
offend the sponsor. I t i s another v e r s i o n of s e l f - c e n s o r s h i p or, more 
p r e c i s e l y , of the kind of s e l f - r e s t r a i n t which makes d i r e c t compulson or 
p r e s s u r e unnecessary, but i s n e v e r t h e l e s s not v o l u n t a r y because i t i s 
induced by the f e a r of s a n c t i o n s , " ( A r b l a s t e r , 1974, p.79-80). 
( i i i ) The i n f l u e n o e of i n d u s t r y : 
Funds f o r r e s e a r c h and l e o t u r e s h i p s are a l s o forthcoming from i n d u s t r y 
and oommeroe. " I n d u s t r i a l r e s e a r c h i s i n g e n e r a l the main f i e l d of ' p r i v a t e l y ' 
sponsored s o c i a l scienoe a c t i v i t y . . . " (Shaw, 1975, p.6) and funds mainly 
go to the main b u s i n e s s s c h o o l s and independent i n s t i t u t i o n s . However, funds 
a l s o go to the "developing oentres of r e s e a r c h i n the new u n i v e r s i t i e s and 
to c e n t r e s a f f i l i a t e d to t e c h n o l o g i c a l i n s t i t u t i o n s . " (Barry e t a l . , 1974, 
p.77). The g r e a t e r contaot between i n d u s t r y and academic I n s t i t u t i o n s i s 
r e f l e c t e d i n the growth of b u s i n e s s and management s t u d i e s i n u n i v e r s i t i e s . 
Management education a l s o obtains p r e s t i g e through u n i v e r s i t y patronage,, 'a 
patronage which " s e r v e s to emphasise p u b l i c l y i t s n a t i o n a l and economic 
importance." ( C h i l d , 1969A, p.260). Correspondingly, "Whereas the o r i g i n a l 
forms of i n d u s t r i a l s o c i a l s c i e n c e were e x t e n s i o n s of academic a c t i v i t y i n t o 
' p r a c t i c a l ' spheres - even though the reasons f o r t h i s l a y i n the i n d u s t r i a l 
s i t u a t i o n - the process now operates i n r e v e r s e . ' I n d u s t r i a l r e l a t i o n s ' , 
'business s t u d i e s ' , 'work study', 'management s t u d i e s ' , a l l now invade the 
u n i v e r s i t i e s , p o l i t e c h n i c s and c o l l e g e s as 'academic d i s c i p l i n e s ' . " (Shaw, 
1975, p.28) I t might be expected that g r e a t e r contact w i t h academics might 
a l s o f o s t e r the u t i l i s a t i o n of s o c i a l s c i e n c e and s o c i a l s c i e n t i s t s i n 
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i n d u s t r y through a g r e a t e r f a m i l i a r i t y with the d i s c i p l i n e - although the 
r e v e r s e might a l s o occur! 
A major problem w i t h sponsored r e s e a r c h i s th a t the f i n d i n g s may never 
be p u b l i s h e d , or the p o l i t i c a l l y s e n s i t i v e f i n d i n g s be suppressed (see P i a t t , 
1976, p.59, and Rex, 1970, p.149), which means no p u b l i c c o n t r i b u t i o n to 
28 
academic knowledge i s made,, T h i s i s a problem encountered i n many i n s t a n c e s 
where a c c e s s i s d i f f i c u l t : c o n d i t i o n s can e a s i l y be imposed by those who 
c o n t r o l a c c e s s . For i n s t a n c e , managers i n o r g a n i s a t i o n are becoming more 
dubious of co-operating merely on an a l t r u i s t i c b a s i s and demanding t h a t 
r e s e a r c h be d e f i n e d i n a way which i s d i r e c t l y r e l e v a n t to the o r g a n i s a t i o n ' s 
needs." (Pugh & Payne, 1971, p.175) The O f f i c i a l S e c r e t s Act and the l i b e l 
laws can a l s o m i l i t a t e a g a i n s t a f u l l r e p o r t i n g of a p r o j e c t ( B e l l & Newby, 
1977, p.173). Another major problem w i t h sponsored r e s e a r c h i s i n i d e n t i f y i n g 
a r e s e a r c h a b l e problem and d e s i g n i n g the r e s e a r c h . Although most u n i v e r s i t i e s 
and u n i v e r s i t y r e s e a r c h u n i t s maintain t h e i r autonomy i n t h i s r e s p e c t (SSRC 
News l e t t e r , 1974, Oct/Nov, 25, p.17), problems of f u t u r e a c c e s s , e n s u r i n g 
oooperation throughout the r e s e a r c h , e t c w i l l mean that i n most i n s t a n c e s 
c r i t i c a l or po l e m i c a l s t a n c e s are not taken. J u s t as c l o s e contact w i t h 
government can engender understanding of i t s problems, c l o s e contact with 
the world of b u s i n e s s may be expected to r e s u l t i n a " l i v e l y a p p r e c i a t i o n 
of the v i r t u e s and purpose of p r i v a t e e n t e r p r i s e . " (Miliband, 1969, p.224) 
Thus, Seear r e p o r t s ; "The development of i n d u s t r i a l r e s e a r c h by human s c i e n t i s t s 
i n Great B r i t a i n has been s t r o n g l y i n f l u e n c e d by the nature of B r i t i s h 
i n d u s t r y , by r e l a t i o n s between i n d u s t r y and the u n i v e r s i t i e s and by the 
p o s i t i o n of the human s c i e n c e s w i t h i n the u n i v e r s i t i e s . " (1962, p.171) 
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Governments, the m i l i t a r y , i n d u s t r y and commerce can i n f l u e n c e academic 
a c t i v i t i e s i n a number of ways, most of which r e l a t e to funding: of 
r e s e a r c h , s t u d e n t s , o h a i r s , l e c t u r e s h i p s , departments. Also i n the 
p r i n o i p l e of lay membership on aoademic boards - h i g h l y valued by some 
p a r t i e s (Committee on Higher Education, 1963, p.274) - through which advice 
and c r i t i c i s m independent of the u n i v e r s i t i e s can be voi c e d . Lay members 
on u n i v e r s i t y c o u n c i l s may outnumber academic members by as much as 4:1 
( L i v i n g s t o n e , 1974, p.43) and while they are not meant to inv o l v e themselves 
i n purely aoademic matters, i n t e r f e r e n c e has, on oooasion, occurred (e.g. 
Warwick U n i v e r s i t y ) . Through Counoil's f i n a n c i a l c o n t r o l , great influenoe 
over the shape of academic development can be e x e r t e d . ( L i v i n g s t o n e , 1974, 
p.44). 
Given Veblen's comment th a t " B u s i n e s s s u c c e s s i s by common consent, 
and q u i t e u n c r i t i c a l l y , taken to be c o n c l u s i v e evidence of wisdom even i n 
matters t h a t have no r e l a t i o n to bu s i n e s s a f f a i r s . " ( L e r n e r , 1948, p.513), 
i t i s no s u r p r i s e t h a t A r b l a s t e r can r e p o r t " I t i s common p r a c t i c e f o r 
businessmen and employers to s i t on u n i v e r s i t y and oollege governing bodies, 
w h i l e the presenoe there of trade u n i o n i s t s or simply of working people 
i s a r a r i t y . " (1974, p.86). 
In t u r n , the lobbying power of ind u s t r y through v a r i o u s o r g a n i s a t i o n s 
such as the CBI, IOD, Aims of In d u s t r y , Economic League - the shared back-
grounds of top i n d u s t r i a l i s t s and government and c i v i l s e r v i o e members, the 
equating of i n d u s t r i a l with n a t i o n a l s u c c e s s a l l ensure that the i n t e r e s t s 
of i n d u s t r y and commerce are promoted, and even i f t h e i r i n t e r e s t s are not 
f o s t e r e d , they are a t l e a s t not harmed. Thus A r b l a s t e r (1974, p.57) c i t e s 
a U.G.C. memo "The Committee f u l l y r ecognise that a U n i v e r s i t y has other 
o b j e c t i v e s b e s i d e s p r o v i d i n g I n d u s t r y with ready-made r e c r u i t s and that 
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muoh has a l r e a d y been done to promote c l o s e r c o l l a b o r a t i o n w i t h I n d u s t r y . 
But there i s no doubt that i t would be v a l u a b l e i f the U n i v e r s i t i e s 
o o l l e o t i v e l y made a f u r t h e r d e l i b e r a t e and determined e f f o r t to gear a 
l a r g e r p a r t of t h e i r 'output' to the economio and i n d u s t r i a l needs of the 
n a t i o n . " 
( i v ) Summary 
What emerges through a review of the r e s e a r c h which has been c a r r i e d 
out on the production of knowledge i s that there are a number of p r e s s u r e s 
and i n f l u e n c e s e x e r t e d on i n d i v i d u a l s , departments and u n i v e r s i t i e s i n the 
academic world. Examination of the i n f l u e n c e s from w i t h i n the academic comm-
u n i t y - and o u t s i d e i t from the government and i n d u s t r y i l l u s t r a t e that any 
output from the aoademic sphere i s a h i g h l y mediated product. How these 
p r e s s u r e s and i n f l u e n c e s a f f e c t what i s d i f f u s e d from and w i t h i n the s o c i o -
l o g i c a l community i s not known, and would be exceedingly hard to determine. 
The tendency, however, would appear to be a c o n s e r v a t i v e one i n a number of 
ways. The f a i r l y homogeneous composition of the academic community, the 
p e r s o n a l i s a t i o n of the oommunioation system, the monopoly enjoyed by s e n i o r 
academios, the r e l a t i o n s h i p between u n i v e r s i t i e s and j o u r n a l s e t c . when 
combined w i t h the importance of p u b l i c a t i o n s means th a t i t i s i n accordance 
wi t h the known norms and standards of the s e n i o r f e l l o w s t h a t r e s e a r c h w i l l 
be formulated and conducted. There i s l i t t l e room for those who are out of 
s t e p . Those who a s p i r e to an e l e v a t e d p o s i t i o n i n the academic community 
w i l l ape those who have succeeded.- thus, the maintenance of the s t a t u s quo 
i s a s s u r e d . Those who do not so a s p i r e are l i k e l y to remain marginal, and 
not i m i t a t e d . (However, there are a few who e s t a b l i s h themselves and pursue 
a s u c c e s s f u l c a r e e r by a c t i v e l y and a u d i b l y v o i c i n g t h e i r o p p o s i t i o n to, 
and c r i t i c i s m of, the p r e v a i l i n g o r d e r ) . The i n f l u e n c e of government, through 
i t s funding, i t s r e s e a r c h p r i o r i t i e s , i t s education p o l i c i e s , i t s p o l i t i c a l 
- 41 -
demands, e t c . i s l a r g e . The a o t i v i t i e s of the u n i v e r s i t i e s are much 
i n f l u e n c e d by government. When that i n f l u e n c e a f f e c t s what i s res e a r c h e d , 
then the i n f l u e n c e i s obviously not going to be i n a r a d i c a l d i r e c t i o n but 
i n a c o n s e r v a t i v e one. I t i s an in f l u e n o e which w i l l seek to preserve the 
s t a t u s quo. Those who d i s b u r s e funds do not normally seek to undermine 
t h e i r own p o s i t i o n which i s dependent on the maintenance of the e x i s t i n g 
s t a t e of a f f a i r s . 
The propensity of Research Counails to go along w i t h government demands 
or p l e a s to co n s i d e r the ' n a t i o n a l i n t e r e s t ' i s another c o n t r i b u t o r to the 
c o n s e r v a t i v e b i a s of r e s e a r c h . The i n c o r p o r a t i o n of e s t a b l i s h e d academics 
i n t o the E s t a b l i s h m e n t means that d i s s e n t i n g voioes are not to be heard i n 
prominent p o s i t i o n s and a r e , t h e r e f o r e , u n l i k e l y to be c l o s e l y l i s t e n e d to. 
The v a r i o u s i n f l u e n c e s of i n d u s t r y and commeroe on u n i v e r s i t i e s ensure 
th a t t h e i r i n t e r e s t s are not f o r g o t t e n . Again t h e i r p r i o r i t i e s w i l l r e f l e o t 
an i n t e r e s t i n mai n t a i n i n g r a t h e r than i n changing the p r e v a i l i n g s o c i a l 
order. The p o l i t i c a l context w i t h i n which s o c i o l o g y operates i s , t h e r e f o r e , 
a c o n s e r v a t i v e one. I t i s one which a s s u r e s the promotion of the i n t e r e s t s 
of those who run i n d u s t r y . Or more s u b t l y , ' n a t i o n a l i n t e r e s t s ' - i n d i s t i n g -
u i s h a b l e i n a c a p i t a l i s t s o o i e t y from the b a s i s of that s o o i e t y - c a p i t a l i s t 
e n t e r p r i s e s . N e v e r t h e l e s s , i t i s not easy to point to p a r t i c u l a r i n s t a n c e s 
where i n f l u e n c e has d i r e c t e d the a c t i v i e s of academics. The i n f l u e n o e , t h e r e f o r e 
i s l i k e l y to be i n s i d i o u s and hard to i s o l a t e . 
The question must be asked as to whether t h i s i n f l u e n o e i s planned, or 
i s the r e s u l t of the c a p i t a l i s t nature of s o c i e t y i t s e l f ? I f the l a t t e r 
then i t i s not n e c e s s a r i l y the case t h a t the product of academics i s of 
i n t e r e s t or use to those i n i n d u s t r y . But i f the influenoe i s planned, 
then some rewards are expected to be reaped from the knowledge produced 
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by s o c i o l o g i s t s , A r b l a s t e r would argue that t h i s i s the case: " I t i s 
only r a r e l y t h a t the men who dispose of the p r o f i t s made i n i n d u s t r y make 
hand-outs to education f o r the e d u c a t i o n a l i s t s to spend as they think 
b e s t . . . C a p i t a l i s t s look on t h e i r donations to higher education as a 
form of investment, something which w i l l , a t l e a s t i n d i r e c t l y or i n the 
long run, a s s i s t them i n t h e i r d a i l y b u s i n e s s of making p r o f i t s . " (1974, p.78) 
I t w i l l be i n t e r e s t i n g t h e r e f o r e to look at the p e r c e p t i o n , and uses 
made, of i n d u s t r i a l s o c i o l o g y . On s i m i l a r l i n e s , the c o n s e r v a t i v e i n f l u -
ences may a f f e c t the d i f f u s i o n of s o c i o l o g y . Conservative r e s e a r c h f i n d i n g s 
may be assumed to have a ready market and a r e c e p t i v e managerial audience. 
Again, an assumption i t would be i n t e r e s t i n g to t e s t (although as noted 
e a r l i e r , the j o u r n a l i s t may eschew the d u l l and p r e d i c t a b l e i n favour of 
the t i t i l l a t i n g (see Chapter S i x , The L i n k e r s ) . 
I n now t u r n i n g to the r o l e of those who l i n k t h e worlds of academic 
production and consumption, some a p p r e c i a t i o n may be gained as to how and 
on what c r i t e r i a aoademio f i n d i n g s are presented to other audienoes. I t 
w i l l be of i n t e r e s t a l s o to d i s c o v e r what a t t i t u d e s to, and uses are made 
of, academia and i t s p o t e n t i a l s e r v i c e s . 
(b) LINKING 
Given t h a t ideas are produced, how and why are they taken up? Who 
d i f f u s e and p o p u l a r i s e s i d e a s ? The mediating r o l e between the 'production' 
and 'consumption' of ideas i s that of the l i n k e r . I n the most ge n e r a l 
sense, i t i s the l i n k e r who r e l a y s , t r a n s m i t s , amends and d i s t o r t s i n f o r -
mation produced elsewhere. By looking a t the a c t i v i t i e s of l i n k e r s , some 
notions may be obtained as to why and how f a s h i o n s change; how the product 
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of the academic and other producers i s a l t e r e d ; how the o p e r a t i o n of the 
media a f f e c t s the content and p r e s e n t a t i o n of i d e a s ; and, the r o l e t h a t 
academics play i n the p r o c e s s . 
The very n o t i o n of l i n k e r i s somewhat a r t i f i c i a l . L i n k i n g i s p a r t 
of the process of d i f f u s i o n , not a s e p a r a t e stage. Producers of i d e a s may 
a l s o a c t as l i n k e r s , e.g. through teaching, conference papers, books, e t c . 
S i m i l a r l y , consumers of ideas may a c t as l i n k e r s , e.g. i n a d v e r t i s i n g t h e i r 
new p r a c t i c e s , i n g i v i n g t a l k s to other f i r m s , e t c . L i n k i n g may a l s o be 
done w i t h i n an o r g a n i s a t i o n - i n d u s t r i a l or academic - t h e r e i s no n e c e s s a r y 
involvement of an e x t e r n a l mediator. At the same time, however, th e r e are 
people whose job i s to a c t as l i n k e r s : j o u r n a l i s t s , management c o n s u l t a n t s , 
t r a i n i n g board a d v i s e r s . These people seek to inform a s p e c i f i c audience of 
new i d e a s and p r a c t i c e s . To b e t t e r understand who a c t s as l i n k e r s , i t i s 
u s e f u l to look at how l i n k i n g can and does take p l a c e . 
( i ) How l i n k i n g takes p l a c e : 
C o n s u l t i n g , a d v i s i n g , information s e r v i c e s , w r i t i n g , t e a c h i n g , p u b l i c 
speaking, p u b l i s h i n g , b r o a d c a s t i n g , a p p l i e d r e s e a r c h , a d v e r t i s i n g - are 
some of the more formal ways i n which l i n k i n g i s c a r r i e d out. Ideas are 
a l s o d i f f u s e d i n f o r m a l l y e.g. i n c a s u a l c o n v e r s a t i o n s where i t i s not 
n e c e s s a r i l y the i n t e n t i o n of the communicator to do so. S i m i l a r l y , l i n k i n g 
may be the by-product of another a c t i v i t y , e.g. as when an academic seeking 
29 
' v i s i b i l i t y ' amongst h i s peers has a r t i c l e s p u b l i s h e d . 
There are then a wide v a r i e t y of ways i n which infomation can be passed 
on, and t h e r e a r e , not s u r p r i s i n g l y , a l a r g e number of people and o r g a n i s a t i o n s 
whose a c t i v i t i e s , to a g r e a t e r or l e s s e r e x t e n t , i n c l u d e some l i n k i n g . 
C o n s u l t a n t s , j o u r n a l i s t s , academics, t r a i n e r s , management o r g a n i s a t i o n s , 
government departments and bodies, i n d u s t r i a l o r g a n i s a t i o n s , employees and 
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employers, w r i t e r s , p u b l i s h e r s , e t c . e t c . None of these c a t e g o r i e s are 
d i s c r e t e - some c o n s u l t a n t s w r i t e books, teach on c o u r s e s , act as a d v i s e r s 
to t r a i n i n g boards as w e l l as h e l p i n g firms s o l v e t h e i r problems. Academics 
may appear on 'chat' programmes, undertake c o n s u l t a n c y work, act as a d v i s e r s 
to government, as w e l l as t e a c h i n g and doing r e s e a r c h . The degree of a c t i v i t y 
of l i n k e r s i n d i f f u s i n g i n f o r m a t i o n w i l l vary. To some, i t w i l l be the 
c e n t r a l a c t i v i t y , e.g. j o u r n a l i s t s .while to o t h e r s i t may be no more than a 
s i d e l i n e , e.g. academics. 
The m u l t i p l i c i t y of r o l e s of many of the l i n k e r s does, however, ensure 
t h a t no one channel of inf o r m a t i o n i s primary, i f info r m a t i o n cannot proceed 
through one i t can be t r a n s m i t t e d through another. Thus the c o n t r o l of one 
or even a number of channels may not be s u f f i c i e n t to s c r e e n out, or ensure, 
popular awareness of an i d e a . At the same time, the m u l t i p l i c i t y of r o l e s 
means an interchange from a l l the d i f f e r e n t spheres i n which the l i n k e r s 
p a r t i c i p a t e . What i s happening i n j o u r n a l i s m may be picked up by c o n s u l -
t a n t s who are s i m u l t a n e o u s l y aware of the c u r r e n t s i t u a t i o n , say, i n a 
government department. Thus the flow of i d e a s i s ensured by a l a c k of 
s p e c i a l i s a t i o n . The more d i v e r s e the a c t i v i t i e s of l i n k e r s , the g r e a t e r 
the chance of ideas from one sphere being d i f f u s e d to another. 
On s i m i l a r l i n e s , although more i n t e n t i o n a l l y perhaps, l i n k e r s w i l l 
keep an eye on the a c t i v i t i e s of oth e r l i n k e r s . F or i n s t a n c e , a 'popular' 
j o u r n a l i s t may p i c k up an i d e a from the s c i e n c e s e c t i o n of a news magazine. 
As i n any f a s h i o n t h e r e w i l l be l e a d e r s and f o l l o w e r s : those who s e t the 
trend and those who i m i t a t e . (Of course, academics are not di v o r c e d from 
the process of p o p u l a r i s a t i o n which might i n tur n l e a d them to take up an 
idea c u r r e n t l y e n j o y i n g coverage i n the popular p r e s s . ) Here then, the 
feeding of l i n k e r s o f f one another means th a t there i s a narrowing of debate 
and a l i m i t i n g of i s s u e s . The a r t of s u r v i v i n g as, say, a f r e e - l a n c e 
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j o u r n a l i s t or c o n s u l t a n t may be the a b i l i t y to present ideas i n a novel 
way, t a k i n g what othe r s have done and perhaps t r a c i n g out the i m p l i c a t i o n s 
or suggesting o r i g i n a l a p p l i c a t i o n s . Perhaps the primary r o l e of the l i n k e r 
i s t hat of t r a n s l a t i n g - c u t t i n g through the jargon of academics and 
s p e c i a l i s t s i n o r d e r t h a i laymen can be presented with a f a i r l y r e a d i l y 
30 
comprehensible i d e a . 
( i i ) The i n f l u e n c e of I n s t i t u t i o n a l bases 
The r o l e and a c t i v i t i e s of l i n k e r s w i l l be c o n s t r a i n e d by the i n s t i t u t i o n a l 
frameworks w i t h i n which they are placed. F i v e main types of i n s t i t u t i o n a l 
bases have been i d e n t i f i e d by Havelock (1967) u n i v e r s i t y , government, 
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commercial, p r a c t i c e and independent. 
I t i s from the i n s t i t u t i o n a l base t h a t r u l e s and norms of behaviour 
o f t e n o r i g i n a t e . For i n s t a n c e , f o r the academic community there e x i s t s 
"the continued u n w i l l i n g n e s s of the u n i v e r s i t y to indulge i n the k i n d of 
l i n k a g e to p r a c t i t i o n e r s and consumers which comes under the loathed heading 
of ' s e r v i c e ' . " (Havelock, 1967, p.97). T h i s norm i s l i k e l y to a f f e c t those 
who are p r e s e n t l y ensconced i n the academic community and w i l l be known and 
a p p r e c i a t e d by those who have been attached to i t i n the p a s t . Academic 
p o p u l a r i s e r s , t h e r e f o r e , remain marginal to areas such as s o c i o l o g y . 
As w i t h the u n i v e r s i t y base where t h e r e are s u b t l e and not so s u b t l e 
i n f l u e n c e s on what t o p i c s are i n v e s t i g a t e d , and thus on what i s produced, 
l i n k e r s are s i m i l a r l y a f f e c t e d . Employees of government bodies or government 
funded bodies w i l l take c a r e not to o v e r s t e p the l i m i t s of what i s a c c e p t a b l e 
to t h e i r paymasters r e g a r d i n g t h e i r a c t i v i t i e s . Continued funding i s , a f t e r 
a l l , sought. And government bodies, as we have seen above, are l i k e l y to 
r e f l e c t the c u r r e n t preoccupations to 'use' r e s e a r c h , to meet ' n a t i o n a l 
needs' i . e . the needs of i n d u s t r y and commerce. ( I f s e c t i o n s of i n d u s t r y 
do not f e e l that t h e i r needs are being met, then they may lobby support. 
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The I n s t i t u t e of D i r e c t o r s , f o r i n s t a n c e , i n 1977 reported: "the D i r e c t o r -
General pointed out t h a t the f i r s t p r i o r i t y i n g e t t i n g o u r s e l v e s heard had 
been to get the Press on our s i d e : to a la r g e e x tent we have done t h i s . We 
are i n c r e a s i n g l y f r e q u e n t l y r e p o r t e d i n the P r e s s , on the r a d i o and on 
t e l e v i s i o n . The second a r e a we want to i n f l u e n c e i s the House of Commons 
and yes, we are expanding our c o n t a c t s t h e r e . . . . But a t h i r d and more 
d i f f i c u l t a r e a to conquer i s the C i v i l S e r v i c e . T h i s i s proving a much 
harder nut not cr a c k , but the D i r e c t o r - G e n e r a l suggested our move to 
P a l l Mall could help: w e ' l l be t h a t much ne a r e r base." (Tucker, 1971, p.52)) 
Those who work i n the mass media, such as j o u r n a l i s t s , may be i n f l u -
enced by the 'seeping down' of p r e f e r e n c e s (see Miliband, 1969) from the 
e d i t o r i a l f u n c t i o n . What i s and what i s not s u i t a b l e m a t e r i a l q u i c k l y 
becomes apparent. Thus, i n the BBC "Without doubt, the weight of the BBC's 
t r a d i t i o n and o r g a n i s a t i o n a l a u t h o r i t y weigh very h e a v i l y on employees. The 
pres s u r e to conform to the BBC ethos i s c o n s t a n t l y maintained i n many ways. 
A l l kinds of b e n e f i t s and p r i v i l e g e s accompany the upward path through the 
h i e r a r c h y . Breaches of conformity can be punished by removal to obscure 
managerial shuntings i n the case of those thought to be dependable, or f o r 
the c r e a t i v e 'mavericks' a removal to Current A f f a i r s or some more expansive 
department." (Glasgow Univ. Media Group, 1976, p.83). Although some 
j o u r n a l i s t s would p r o t e s t t h e i r autonomy i s r e f l e c t e d i n how and what they 
w r i t e about, the remarkable l a c k of breadth i n p o l i t i c a l views i n newspapers 
31 
s u r e l y r e f l e c t s e d i t o r i a l p o l i c i e s and the views of the owner r a t h e r than 
32 
the claimed range of p o l i t i c a l b e l i e f s of j o u r n a l i s t s (see T u n s t a l l , 1971). 
The Glasgow U n i v e r s i t y Media Group r e p o r t f o r i n s t a n c e t h e i r "fundamental 
f i n d i n g that a t a deep l e v e l , c o n s i d e r i n g the range of j o u r n a l i s t i c approaches 
a v a i l a b l e , the b u l l e t i n s are very s i m i l a r . Out of the range of p o s s i b l e s t o r i e s 
they both make a c l o s e l y corresponding s e l e c t i o n day by day, oft e n down to 
running the same joke human i n t e r e s t items a t the end." (1976, p.6) 
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The u l t i m a t e audience a t which most l i n k e r s aim i s i n d u s t r y - and a t 
those i n i n d u s t r y who have the power to make d e c i s i o n s - which r e a l l y means 
a l l o c a t i n g funds. I f the a t t e n t i o n of people i n i n d u s t r y i s not caught, 
there may be l e s s demand for the s e r v i c e s of some l i n k e r s such as c o n s u l -
t a n t s and, i n turn, f o r the s e r v i c e s of those who inform c o n s u l t a n t s . Thus 
management c o n s u l t a n t s , b u s i n e s s s c h o o l s , p u b l i s h e r s , academic c o n s u l t a n t s , 
employers a s s o c i a t i o n s e t c . w i l l a l l seek to meet the needs and i n t e r e s t s of 
i n d u s t r y and commerce. I t i s , a f t e r a l l , i n d u s t r y which w i l l be paying f o r 
t h e i r s e r v i c e s and whose a t t e n t i o n s needs to be maintained. No i n f l u e n c e 
needs to be c o n s c i o u s l y e x e r t e d by the b u s i n e s s community then, i n order to 
have t h e i r i n t e r e s t s f u r t h e r e d . T h i s l i n e of argument could a l s o be extended 
to cover the content or types of ideas which achieve p o p u l a r i t y - i t being 
p o s s i b l e that i t i s the i d e a s and t h e o r i e s which are seen as appropriate 
to the needs and problems of those i n i n d u s t r y which are p r e f e r r e d and pre-
sented by l i n k e r s , again without d i r e c t i n f l u e n c e needing to be e x e r t e d 
by those i n i n d u s t r y and commerce. 
Thus, the i n s t i t u t i o n a l base a f f e c t s production and i n t u r n what i s 
l i n k e d . Who r e c e i v e s funds, what p r o j e c t s are p r e f e r r e d , the c r i t e r i a of 
promotion, e t c . w i l l a f f e c t the information output. F i n a n c i a l and i d e o l o g i c a l 
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c r i t e r i a w i l l a f f e c t what and how information i s presented i n the mass media. 
T e c h n i c a l c o n s t r a i n t s i n space and time w i l l a f f e c t newspaper and e l e c t r o n i c 
media reportage. The c o n f i d e n t i a l i t y expected of c o n s u l t a n t s l i m i t s the 
information r e p o r t e d by them, e t c . e t c . C o n s t r a i n t s - formal and informal, 
t e c h n i c a l and f i n a n c i a l , p o l i t i c a l and i d e o l o g i c a l - w i l l a f f e c t the prod-; 
u c t i o n or p r o c e s s i n g of i n f o r m a t i o n . E x t e r n a l c o n s i d e r a t i o n s may not be 
foremost. For i n s t a n c e , i t i s p o s s i b l e t h a t g r e a t e r a t t e n t i o n i s paid to one's 
peers than to one's audience. The approval or d i s p l e a s u r e of c o l l e a g u e s i s 
both immediate and c o n t i n u i n g whereas feedback from an audience may be delayed 
and s p o r a d i c . 
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S i m i l a r l y , d i f f e r e n t channels of a communication w i l l be used by d i f f -
e r e n t groups but there i s no neat d i v i d i n g l i n e between i n s t i t u t i o n a l bases 
and channels of d i f f u s i o n . P r o f e s s i o n a l j o u r n a l s may w e l l c o n t a i n a r t i c l e s 
from the academic community or r e p o r t s from experiments i n b u s i n e s s o r g a n i -
s a t i o n s ; conferences of l e a r n e d bodies may w e l l i n v i t e a well-known layman 
to address them, e t c . Although Cherns has pointed out how d i f f e r e n t types 
of r e s e a r c h w i l l be reported i n d i f f e r e n t j o u r n a l s , e t c . (1969), few p r e d i c -
t i o n s can be made i n t h i s a r e a . The U n i v e r s i t y of Bradford Management Centre, 
f o r example, r e p o r t s "As a matter of p o l i c y , r e s e a r c h and development f i n d i n g s 
are reported to the p r a c t i s i n g manager through the trade and p r o f e s s i o n a l 
p r e s s , on TV and r a d i o " , and they a l s o r e f e r to t h e i r heavy involvement i n 
the f i e l d of management p u b l i s h i n g , and to t h e i r "major book e d i t o r i a l 
f u n c t i o n s . " (1969/70, p.33). At the same time, however, some channels are 
more a c c e s s i b l e to s p e c i f i c groups of l i n k e r s , e.g. those w i t h a commercial 
base w i l l have b e t t e r a c c e s s to the mass media than say academics w i t h 
t h e i r b e t t e r a c c e s s to j o u r n a l s . 
In turn, the type of information presented depends on the channel of 
communication being used. J o u r n a l s , l e s s f r e q u e n t l y published than newspapers, 
with longer a r t i c l e s w i l l r e p o r t more d e t a i l e d accounts of r e s e a r c h , e t c . 
w h i l e newspapers r e q u i r e some condensation of information and a p r e s e n t a t i o n 
that w i l l appeal to a wide, g e n e r a l audience. The medium of communication, 
then, c o n s t r a i n s the p r e s e n t a t i o n of information. The s h o r t , s u c c i n c t news 
b u l l e t i n s on r a d i o and tv; the s e n s a t i o n a l banner h e a d l i n e s of evening 
newspapers; the e a s i l y d i g e s t i b l e conference speech; the demanded speedy 
response of information s e r v i c e s to r e q u e s t s ; e t c . i n d i c a t e the c o n s t r a i n 
under which the v a r i o u s media operate. Thus the need to p l e a s e the audience 
and to maintain i t s a t t e n t i o n , and a l l that i m p l i e s i s mediated by t e c h n i c a l 
c o n s t r a i n t s ; by the l i m i t s of the medium. Of course, the audiences reached 
w i l l i n turn depend on what k i n d of channel i s used: academics, p r a c t i t i o n e r s , 
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informed laymen, e t c . In turn, the l i n k e r ' s p e r c e p t i o n of h i s or her 
audience w i l l be another important f a c t o r . F e r r y , (1974) f o r i n s t a n c e , 
found that u n i v e r s i t y and p o l y t e c h n i c departments intended the r e s u l t s of 
t h e i r s o c i a l s c i e n c e s p r o j e c t s f o r p o l i c y and decision-makers 38% of the time, 
r e s e a r c h i n s i m i l a r f i e l d s 34%, f o r other p r o f e s s i o n s 17%, f o r informed p u b l i c 
opinion 4%, and other 7%. S i m i l a r l y , the s c i e n c e r e p o r t e r who has a notion 
of what the ' p u b l i c ' are i n t e r e s t e d i n , may convey 'news' r a t h e r than the 
d e t a i l e d nuts and b o l t s of r e s e a r c h , (see Krieghbaum, 1968, p.39). DSIR 
l e a f l e t s were produced fo r those who don't have the time to browse (Niven, 
1967) which summarised the c o n c l u s i o n s and s i g n i f i c a n c e of r e s e a r c h f i n d i n g s 
(Seear, 1962, p.179). 
The c o n s t r a i n t s of i n d i v i d u a l o r g a n i s a t i o n s w i l l a l s o l i m i t the a c t i v i t i e s 
of l i n k e r s . For the in-house c o n s u l t a n t s , departmental r i v a l r i e s , 'empire-
b u i l d i n g ' , e t c . w i l l a f f e c t t h e i r impact. For independent c o n s u l t a n t s , as a t 
the T a v i s t o c k , the need to a t t r a c t s u f f i c i e n t finance may mean th a t non-
l u c r a t i v e a c t i v i t i e s such as seminars are shunned. Thus the l i n k i n g r o l e 
may be secondary to other c o n s i d e r a t i o n s . For s e n i o r academics, the admini-
s t r a t i o n and teaching commitments may impinge on r e s e a r c h a c t i v i t i e s depending 
on the p r i o r i t i e s of a p a r t i c u l a r department. A known s p e c i a l i s m of a 
consultancy f i r m may mean i t i s not approached for other work. The p r e c a r i o u s 
f i n a n c i a l b a s i s of some management o r g a n i s a t i o n s r e l y i n g on s u b s c r i p t i o n , may 
n e g a t i v e l y a f f e c t any i n c l i n a t i o n s to be i n n o v a t i v e and r i s k l o s i n g members. 
At a more gen e r a l l e v e l , l i n k e r s and t h e i r o r g a n i s a t i o n s w i l l be g r e a t l y 
a f f e c t e d by the economic c l i m a t e and i t s i n f l u e n c e on i n d u s t r y and commerce. 
I n c r e a s i n g or d e c l i n i n g budgets f o r consultancy, the changing nature of 
immediate problems i n i n d u s t r y w i l l a f f e c t both the demand and type of e x p e r t i s e 
that i s sought from l i n k e r s . S i m i l a r l y l i n k e r s w i l l be r e s p o n s i v e to l a r g e r 
s o c i a l trends and ooncerns whether i t be f o r 'improved work*, i n d u s t r i a l 
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democracy or whatever. In other words, they w i l l respond to t h e i r own 
previous a c t i v i t i e s . For w r i t i n g and speaking on some t o p i c i n c r e a s e s 
the a t t e n t i o n paid to i t , i n turn c o n t r i b u t i n g to i t s p o s s i b l e p o p u l a r i s -
a t i o n . And a bandwagon e f f e c t may occur where a mushrooming of a r t i c l e s , 
speeches, e t c . r e f l e c t s the propensity of some l i n k e r s to i m i t a t e and 
f o l l o w the leads of others i n the f i e l d . I t would be i n t e r e s t i n g to d i s c o v e r 
how bandwagon e f f e c t s o r i g i n a t e . I t i s beoause an i n f l u e n t i a l f i g u r e , or 
p u b l i c a t i o n has presented an idea? I n other words, are there f i e l d l e a d e r s ? 
Or i s there some i n t r i n s i c f a c t o r i n the idea being presented which appeals, 
e.g. ' i t chimes w i t h the times'? Why, i n other words, does one idea and 
not another take o f f ? 
( i i i ) Some f u r t h e r i n f l u e n c e s upon l i n k e r s 
L i n k e r s by t h e i r very nature, are t r y i n g to reach some audience - and 
f o r a v a r i e t y of reasons; f i n a n c i a l , p r e s t i g e , i d e o l o g i c a l , e t c . - and i n 
turn t h i s means th a t the needs of the audience have to be understood. 
(Of course, they may a l s o be r e a c h i n g and r e a c t i n g to audiences other than 
those they sought to r e a c h . The d i s t i n c t i o n being made here i s between 
i n t e n t i o n a l and u n i n t e n t i o n a l l i n k i n g , a f a c t o r which must a f f e c t the 
p r e s e n t a t i o n of m a t e r i a l . For i n s t a n o e , having a n o t i o n of the audience 
one i s t r y i n g to r e a c h w i l l a f f e c t the language, arguments and complexity 
of the p u b l i c a t i o n . ) To some extent, l i n k e r s must i d e n t i f y w i t h t h e i r 
audience and t h e i r needs which i n t u r n i m p l i e s a d i s t a n c i n g of the l i n k e r 
from the source of information. "A s c i e n c e w r i t e r who comes to i d e n t i f y 
h i m s e l f w i t h s c i e n t i s t s i n h i s t h i n k i n g and w r i t i n g w i l l soon l o s e h i s 
n o n - s c i e n t i f i c r e a d e r s " (p.177, Johnson i n Krieghbaum, 1968). But empa-
t h i s i n g w i t h the audience i s not enough, more concrete evidence of impact 
i s n e c e s s a r y i n order to ensure t h a t the audience's needs are being met. 
There are a number of ways i n which l i n k e r s r e c e i v e feedback: j o u r n a l i s t s 
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through c i r c u l a t i o n f i g u r e s and r e a d e r s h i p surveys; c o n s u l t a n t s by the 
amount of b u s i n e s s they a t t r a c t and whether i t i s 'repeat' b u s i n e s s ; 
academics by r e q u e s t s for a r t i c l e s , r e v iews, books; t e a c h e r s by the numbers 
of p u p i l s and demand f o r c o u r s e s . U n s u c c e s s f u l l i n k e r s w i l l not s u r v i v e 
long i n the absence of f i n a n c i a l rewards - i f l i n k i n g i s t h e i r primary 
a c t i v i t y . 
One notable aspect of l i n k e r ' s a c t i v i t i e s i s t h a t of ' m a r g i n a l i t y ' . 
" M a r g i n a l i t y may w e l l be inherent i n the l i n k i n g r o l e f o r s t r a t e g i c r e a s o n s . 
The l i n k e r i s n e c e s s a r i l y and by d e f i n i t i o n an in-betweener. He takes from 
the r e s e a r c h world but i s not c l e a r l y a p a r t of t h a t world, and he g i v e s to 
the p r a c t i c e world while not being c l e a r l y a p a r t of that world e i t h e r . " 
(Havelock, 1967, p.109). While Havelock's conception of l i n k e r needs to 
be extended, the point n e v e r t h e l e s s holds good, that those who seek to 
d i f f u s e information become more marginal to the sphere they s t a r t from. 
M a r g i n a l i t y i s probably more important f o r those n e a r e r the producers and 
consumers r e s p e c t i v e l y , such as the academic c o n s u l t a n t and the management 
c o n s u l t a n t . Both are l i k e l y to i d e n t i f y w i t h yet s i m u l t a n e o u s l y be shunned 
by t h e i r c o l l e a g u e s . Thus, f o r i n s t a n c e , the s c i e n c e r e p o r t e r i s i n a 
Catch-22 p o s i t i o n : i n t r y i n g to reach and keep the i n t e r e s t of h i s audience 
he i s seen to misrepresent and exaggerate r e s e a r c h f i n d i n g s by s c i e n t i s t s 
(see Wood, 1962 and Krieghbaum 1968, p.162). The importance of m a r g i n a l i t y 
i s hard to gauge - does i t mean, f o r i n s t a n c e , that academic c o n s u l t a n t s 
w r i t e f a i r l y t e c h n i c a l a r t i c l e s i n order to r e a c h two audiences: the 
academic and the p o p u l a r i s e r s ? Does i t mean that management c o n s u l t a n t s 
present t h e o r i e s i n a l i g h t most a t t r a c t i v e to businessmen? To which group 
i s g r e a t e r a t t e n t i o n paid? I t seems, a p r i o r i , c r e d i b l e t h a t the o r i e n t a t i o n 
of l i n k e r s - t h e i r aims - a f f e c t s how and about what they w r i t e . But the 
p e r c e i v e d needs and wants of the audience must be a very s a l i e n t f a c t o r i n 
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what ideas are picked up by l i n k e r s . M a r g i n a l i t y may both help and hinder 
l i n k e r s . Help, i n that the g r e a t e r d i s t a n c e from one group can a s s i s t the 
l i n k e r see the wider i m p l i c a t i o n s of ideas or a p p r e c i a t e f a c t o r s which 
are not obvious to those f i r m l y ensconced i n one group. But m a r g i n a l i t y 
may hinder i n t h a t the l i n k e r may be excluded from some of the a c t i v i t i e s 
of a group r e s t r i c t i n g the flow of information. T r y i n g to r e l a t e to two 
groups n e i t h e r of which accepts him, may r e s u l t i n a s t r o n g e r p r o f e s s i o n a l 
i d e n t i t y - j o u r n a l i s t s are a good example here. In turn, audience feedback may a l s o 
encourage g r e a t e r a t t e n t i o n to c o l l e a g u e s ' opinions and,evaluations of one's 
work. M a r g i n a l i t y then, i s a f a c t o r i n the l i n k e r ' s a c t i v i t i e s which ought 
not to be overlooked. 
Can anything be s a i d about what t o p i c s and ideas the v a r i o u s k i n d s 
of l i n k e r s w i l l take up? Many suggestions have been made, a l l of which 
are s i n g u l a r l y u n h e l p f u l i n any attempt to i d e n t i f y i n advance what id e a s 
might be taken up, e.g. the s i m p l i c i t y of an i d e a , that i t be i n t e l l e c t u a l l y 
a t t r a c t i v e , makes sense, i s easy to convey, easy to apply, i s e x c i t i n g , i s 
c o n t r o v e r s i a l , i s non-obvious, i t f i t s c u r r e n t preoccupations, e t c . e t c . 
A great d e a l of work has been o a r r i e d out r e g a r d i n g the a t t r a c t i v e n e s s of 
new ideas or p r a c t i c e s f o r consumers, e.g. t h a t i t i s compatible w i t h present 
p r a c t i c e s , has a r e l a t i v e advantage over a previous method. But these 
c r i t e r i a could be a p p l i e d to many new i d e a s and s t i l l be unable to p r e d i c t 
what ideas w i l l achieve p o p u l a r i t y . Anyway, do l i n k e r s have the same 
c r i t e r i a and concerns as the consumers of i d e a s ? They seek i n t e r e s t i n 
t h e i r ideas as much as adoption. And i s the a t t r a c t i v e n e s s of an idea a 
r e f l e c t i o n of the i d e a , or of who p r e s e n t s i t , or how i t i s presented, or 
the problems i t i s purported to s o l v e ? I s i t the p u b l i c i t y , the timing, the 
country or o r g a n i s a t i o n of o r i g i n , which matters? Remarkably l i t t l e i s known 
i n t h i s a r e a . The f r a n t i c a c t i v i t i e s of a d v e r t i s i n g agencies and market r e s e a r c h 
f i r m s only point to the u n c e r t a i n t i e s and m y s t e r i e s of f a s h i o n . 
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The s u b s t a n t i a l r e s o u r c e s and l a r g e audiences of some organisations 
and bodies does mean t h a t t h e i r backing to any idea must i n c r e a s e the 
p o t e n t i a l impact. Whether that backing comes i n the form of governmental 
a i d or encouragement or the 'packaging' of an idea by a management o r g a n i -
i s a t i o n , i t s presence may be a c r u c i a l f a c t o r . Thus, the r e s o u r c e s of an 
o r g a n i s a t i o n , r e f l e c t e d i n the s i z e of audience perhaps, w i l l be a c r u c i a l 
component i n the p o p u l a r i t y of an idea-although not a necessary one. A 
well-known or l i s t e n e d - t o f i g u r e may p r o c l a i m on a p a r t i c u l a r t o p i c , i n c r e a s i n g 
the chances of that t o p i c being attended t o . The p e r s o n a l i s a t i o n process 
may mean th a t i t i s the i n d i v i d u a l s who are attended to i n i t i a l l y , the i d e a s 
they d i s c u s s being secondary, e.g. The Duke of Edinburgh^ 
There a r e , then, a v a r i e t y of ways i n which 'oonsumers' may l e a r n about 
i n d u s t r i a l s o c i o l o g y . Not only i s the progress of an idea complex, even 
u n t r a c e a b l e , to f i n d out what a c t u a l l y r e a ches the user must be d i s c o v e r e d 
by t h e i r impressions of what i s obtained ( b e a r i n g i n mind a l l the attendant 
problems of r e c a l l , s e l e c t i v e p e r c e p t i o n , e t c . ) . 
The impact of information and i t s r e l a t i o n to the method of presen-
t a t i o n i s d i f f i c u l t to measure. There are advantages and disadvantages i n 
the v a r i o u s methods. For instanoe, w r i t t e n information can be read and 
r e - r e a d a t l e i s u r e whereas v e r b a l communication i s l e s s e a s i l y r e t r i e v e d 
and i s , perhaps, more s e l e c t i v e l y remembered. Information s o u r c e s , i n other 
words, d i f f e r i n t h e i r degree of a c c e s s i b i l i t y (see Copp, 1958, p.154). 
Yet there are other f a c t o r s : "Impersonal sources can u s u a l l y be more e a s i l y 
avoided, 'turned o f f or ignored than can p e r s o n a l s o u r c e s . " (Rogers & 
Beal, 1957, p.330). S i m i l a r l y i n p e r s o n a l c o n t a c t "not only i s i n f o r m a t i o n 
communicated but the degree and i n t e n s i t y of f e e l i n g or c o n v i c t i o n i s a l s o 
communicated. Two-way communication i s p o s s i b l e and the communicate© may 
seoure c l a r i f i c a t i o n or a d d i t i o n a l i n f o r m a t i o n . " (Rogers & Be a l , 1957, p.329-3C). 
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Information input may not always have the expected r e s u l t s . K l e i n 
notes f o r i n s t a n c e , that s h o r t , and a p p r e c i a t i o n , courses i n the s o c i a l 
s c i e n c e s may be d y s f u n c t i o n a l : " I t has been s a i d that the member of an OR 
team who i s l e a s t l i k e l y to want a p r o f e s s i o n a l economist i n c l u d e d i n the 
team i s the one who has a sma t t e r i n g of economics." (1976, p.225) Yet she 
a l s o points out "people cannot use or introduce r e s o u r c e s of which they have 
no knowledge." ( K l e i n , 1976, p.225). Thus the mere presence of i n d u s t r i a l 
s o c i o l o g y i n , say, courses does not mean i t has a p o s i t i v e impact. Merely 
t r a c i n g i n p u t s of i n d u s t r i a l s o c i o l o g y i n d i c a t e s only t h a t the t o p i c i s 
being conveyed, but nothing r e g a r d i n g i t s r e c e p t i o n . 
S i m i l a r l y , the employment of a s o c i a l s c i e n t i s t means l i t t l e . They may 
or may not be able to use t h e i r t r a i n i n g ; they may or may not wish to use 
that t r a i n i n g . Both the o r g a n i s a t i o n a l c l i m a t e and the i n d i v i d u a l ' s views 
on s o c i a l s c i e n c e would need to be i n v e s t i g a t e d . 
( i v ) Problems i n monitoring ' l i n k i n g ' : 
One of the main reasons why so l i t t l e i s known about the impact of 
information i s th a t information does not only come as a 'package' i . e . a 
s p e o i f i c item of knowledge from r e s e a r c h embodied i n a new product or 
p r a c t i c e . Information a l s o permeates (see S t a n s f i e l d , 1967, p.6) - where 
there i s a m o d i f i c a t i o n i n people's i d e a s , and, through them, I n p r a c t i c e s . 
Ideas that permeate are of course very much l e s s v i s i b l e than package a p p l i -
c a t i o n s of p a r t i c u l a r p r a c t i c e s . Permeation may a l s o mean th a t i t i s not 
the nuts and b o l t s but the assumptions and world view which are d i f f u s e d . 
Permeation, i n other words, may p o t e n t i a l l y have a g r e a t e r impact through 
being l e s s v i s i b l e , and t h e r e f o r e , l e s s open to attaok - changing v a l u e s 
r a t h e r than methods. Although making a s l i g h t l y d i f f e r e n t emphasis, Bennis 
points out that w h i l e the new concepts of man, of power and of o r g a n i s a t i o n a l 
v a l u e s generated by the b e h a v i o u r a l soienoes have not a c t u a l l y been adopted 
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they have had " i n t e l l e c t u a l acceptance i n e n l i g h t e n e d management q u a r t e r s . " 
(1966, p.188) suggesting that permeation may precede packages i n the 
acceptance and use of s o c i a l s c i e n c e s . Yet i s i s a moot point as to where 
' i n t e l l e c t u a l acceptance' i n f i l t r a t e s i n t o p r a c t i c e s . 
One a d d i t i o n may a l s o be made re g a r d i n g the a p p l i c a t i o n of r e s e a r c h 
(one which S t a n s f i e l d d i d not cover i n h i s e a r l y work) - the notion of 
pro c e s s . Here, an o r g a n i s a t i o n may, f o r i n s t a n c e , underwrite some s o c i a l 
s c i e n c e r e s e a r c h or consultancy, y e t no s p e c i f i c theory or package i s 
suggested or being promoted. Rather, ideas and p r a c t i c e s are used i n whole 
and i n par t as a r e s u l t of a process of working w i t h and us i n g s o c i a l s c i e n c e 
ideas but n e i t h e r through the a p p l i c a t i o n of a 'package' nor through the 
permeation of i d e a s . T h i s would c l e a r l y be the case, f o r i n s t a n c e , i n 
a c t i o n r e s e a r c h . K l e i n makes the d i s t i n c t i o n between 'outside' knowledge -
which can be passed on to the l e a r n e r ; and ' i n s i d e ' knowledge - embedded i n 
per s o n a l experience and cannot be passed on except through p r a c t i c e ( K l e i n , 
1976, p. 231). Here the content of the l i n k i n g process i s an i n d i v i d u a l i s e d 
accumulation of knowledge and e x p e r t i s e and not any i d e n t i f i a b l e theory or 
i d e a . Yet, to the e x t e n t that implementation of any s o c i o l o g i c a l knowledge 
i n any s p e c i f i c s i t u a t i o n i s both d i f f e r e n t and d i s t i n c t from any other 
implementation, then i t i s the p r o c e s s u a l nature of a p p l i c a t i o n which may 
be a more c o r r e c t emphasis than, say, packages. T r a c i n g the adoption of 
packages i s , however, much e a s i e r and attempts to f o l l o w through permeation 
and process are fraught w i t h d i f f i c u l t i e s . At the same time, w i t h packages 
there i s l i t t l e doubt as to whether or not i t has been used; permeation, on 
the other hand, p r e s e n t s many problems i n t r y i n g to f i n d out not only i f 
ideas have been d i f f u s e d but a l s o t h e i r r e a l impact, not j u s t a s s e r t e d impact, 
and the content of t h a t i d e a . 
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The d i s t i n c t i o n between package, permeation and process i n d i c a t e s c l e a r l y 
the d i f f e r e n t kind of r o l e s which l i n k e r s can play ( s e l l i n g s p e c i f i c p r a c t i c e s , 
t r y i n g to change v a l u e s , working through consultancy to introduce changes). 
The d i s t i n c t i o n a l s o i l l u s t r a t e s the d i f f e r e n t r e l a t i o n s h i p s the l i n k e r may 
have to the consumer: thus some may be f a i r l y d i s t a n t from the consumer, 
others may be so olose t h a t i t i s hard to d i s t i n g u i s h who i s the l i n k e r and 
who the consumer. When we look a t the 'consumption' of information and i d e a s , 
the a r t i f i c i a l i t y of the s e p a r a t i o n from ' l i n k i n g ' and 'production' should 
be obvious. Ideas are 'produced' i n the consumption sphere and the l i n k i n g 
sphere; they are s i m i l a r l y consumed i n the production and l i n k i n g sphere, 
j u s t as both consumers and producers a c t as l i n k e r s . I t becomes apparent 
i n looking a t the l i n k i n g r o l e t h a t very l i t t l e i s known about i t . Research 
i n the ar e a i s sc a n t y , theory v i r t u a l l y n o n e x i s t e n t . Reviewing some of the 
p o s s i b l e i n f l u e n c e s on the l i n k i n g process i l l u s t r a t e s the complexity of the 
a c t i v i t y . Evidence has to be c u l l e d from many d i s p a r a t e areas of study: mass 
media, f a s h i o n , d i f f u s i o n , s o c i o l o g y of so c i o l o g y , e t c . The concerns of 
the v a r i o u s s p e c i a l i t i e s d i f f e r and attempts to r e c o n c i l e the d i f f e r e n t 
p e r s p e c t i v e s and f i n d i n g s seem doomed i n the absence of e m p i r i c a l data. 
The appeal of f o c u s s i n g on the r o l e and a c t i v i t i e s of l i n k e r s l i e s i n both 
the unexplored and the d i s p a r a t e nature of the a r e a . But f o r the moment a l l 
th a t can be s a i d i s t h a t the a r e a i s extremely complex and no c o n c l u s i o n 
can s a f e l y be drawn from the s c a t t e r e d r e s e a r c h which has been conducted to 
date. 
( c ) CONSUMPTION 
The term 'consumption' i s used i n the wid e s t p o s s i b l e sense to cover 
the r e c e p t i o n and r e c e p t i v i t y of v a r i o u s audiences to the information 
t r a n s m i t t e d by l i n k e r s . 
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To i s o l a t e 'consumption' i s , of course, to a b s t r a c t i t a r t i f i c i a l l y 
from i t s context. Research on the consumption of ideas and p r a c t i c e s can 
n e v e r t h e l e s s be c a t e g o r i s e d as c e n t r i n g on three main a r e a s ; 
1. the a s p e c t s of o r g a n i s a t i o n s which h i n d e r / f a c i l i t a t e consumption. 
2. the a t t r i b u t e s of i n d i v i d u a l s who ' r e c e i v e ' and pass on i d e a s . 
3. the ideas themselves. 
These a r e a s , of course, o v e r l a p . I n d i v i d u a l s are pa r t of an o r g a n i s a t i o n 
and f u n c t i o n w i t h i n i t s c o n s t r a i n t s . The r e i f i c a t i o n of o r g a n i s a t i o n s d i s -
g u i s e s the r o l e of i n d i v i d u a l s and groups of i n d i v i d u a l s i n t h a t o r g a n i s a t i o n . 
What ide a s are considered may depend on the p e r c e p t i o n of the i n d i v i d u a l or 
the o r i e n t a t i o n , goals and past e x p e r i e n c e i n the o r g a n i s a t i o n . Thus none 
of these a r e a s should be viewed i n i s o l a t i o n . 
( i ) O r g a n i s a t i o n s - F a c t o r s i n Consumption 
A great d e a l of r e s e a r c h has been c a r r i e d out r e l a t i n g to the adoption 
of t e c h n i c a l i n n o v a t i o n s , e s p e c i a l l y i n the USA. S i m i l a r l y , i n the f i e l d 
of r u r a l s o c i o l o g y much work has been c a r r i e d out on the spread of new 
farming p r a c t i c e s , e t c . However, very l i t t l e work has been conducted i n 
r e l a t i o n to the s o c i a l s c i e n c e s , e s p e c i a l l y i n the UK. Work which has 
been done has tended to focus on the r o l e of the s o c i a l s c i e n t i s t w i t h i n or 
i n r e l a t i o n to o r g a n i s a t i o n s (see P i a t t , 1976B), not the o r g a n i s a t i o n ' s 
reasons f o r , or f e a t u r e s a f f e c t i n g the use of s o c i a l s c i e n c e . The focus 
has been on the r o l e of the s o c i a l s c i e n t i s t r a t h e r than the r o l e of s o c i a l 
s c i e n c e . I n r e v i e w i n g the work i n t h i s area, the above p o i n t s should be 
remembered - e x t r a p o l a t i o n to i n d u s t r i a l s o c i o l o g y i s d i f f i c u l t . 
In looking f i r s t a t the r e s e a r c h whioh has focussed on the o r g a n i s a t i o n 
as i t s u n i t of a n a l y s i s , the most i n f l u e n t i a l study i s t h a t of Burns and 
S t a l k e r . They suggest t h a t the 'management of i n n o v a t i o n ' i s g r e a t l y a f f e c t e d 
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by the type of management o r g a n i s a t i o n . They o u t l i n e two i d e a l types: 
the m e c h a n i s t i c o r g a n i s a t i o n where the r i g i d and h i g h l y d e f i n e d s t r u c t u r e 
i n h i b i t s change, and indeed, i s unable to cope with r e a l change; and, the 
organic o r g a n i s a t i o n - both f l e x i b l e and f l u i d i n i t s approach and opera t i o n -
i t i s adaptable and t h e r e f o r e b e t t e r equipped to d e a l w i t h and implement 
34 
change. However, the o r g a n i s a t i o n of management does not s u f f i c i e n t l y 
e x p l a i n the non-adaptation to change of the more f l e x i b l y organised manage-
ments. Burns and S t a l k e r suggest t h a t the p o l i t i c a l and s t a t u s systems of 
the o r g a n i s a t i o n are a l s o important. The p o l i t i c a l system i s concerned w i t h 
the demands f o r r e s o u r c e s from the v a r i o u s groups i n the o r g a n i s a t i o n , and 
the s t a t u s system r e f l e c t s the d i s t r i b u t i o n of p o l i t i c a l power i n the 
o r g a n i s a t i o n . Burns and S t a l k e r found "Neither p o l i t i c a l or s t a t u s pre-
occupations operated o v e r t l y , or even c o n s c i o u s l y ; they gave r i s e to 
i n t r i c a t e maneouvres and counter moves, a l l of them expressed through d e c i s i o n s , 
or d i s c u s s i o n s about d e c i s i o n s , concerning the i n t e r n a l s t r u c t u r e and 
p o l i c i e s of the f i r m . " (1961, p. 6 ) . 
S i m i l a r l y , the importance of power regarding i n n o v a t i o n s has been noted 
(Knight, 1967, p.490: Pettigrew, 1973, p.31) and Perrow found a h i e r a r c h y 
of departmental power to e x i s t where s a l e s was seen as the most powerful 
group, followed by production, f i n a n c e and accounting, and r e s e a r c h and 
development (1970, p.82). Each group i n the o r g a n i s a t i o n has a v a r i e t y of 
s a n c t i o n s and rewards i t oan use i n i t s olaim f o r g r e a t e r o r g a n i s a t i o n a l 
r e s o u r c e s through which to s t r e n g t h e n i t s p o s i t i o n (see Pettigrew, 1973, p.150; 
Burns & S t a l k e r , 1961, p.191), But i t i s worth no t i n g t h a t mere p o s s e s s i o n 
of power i s not enough: "The s u c c e s s f u l use of power i s a matter of t a c t i c a l 
s k i l l r a t h e r than merely of p o s s e s s i o n . " (Pettigrew, 1973, p.230). However, 
t h i s power i s used to achieve a c c e s s to and i n f l u e n c e over those w i t h the 
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power to decide - the s e n i o r e x e c u t i v e , the managing d i r e c t o r , the owner. 
The f i n a l d e c i s i o n on innovations i s taken by the i n d i v i d u a l i n c o n t r o l . 
Thus Burns & S t a l k e r pointed to "the e x t r a o r d i n a r y importance a s c r i b e d to 
the p e r s o n a l q u a l i t i e s of the managing d i r e c t o r or g e n e r a l manager of the 
p l a n t . " (1961, p.211). 
N e v e r t h e l e s s , the information on which f o r i n s t a n c e the managing 
d i r e c t o r takes a d e c i s i o n w i l l be the mediated product of the o r g a n i s a t i o n ' s 
p o l i t i c a l and s t a t u s systems and w i l l depend on whether communication of 
information and cooperation has been f a c i l i t a t e d or impeded. Even though 
the p o l i t i c a l and s t a t u s systems operate w i t h i n a s i t u a t i o n where the r e a l 
c o n t r o l and power i s a t the top, the importance of the former should not be 
underrated- the amount and r e l i a b i l i t y of i nformation w i l l r e f l e o t t h e i r 
o p e r a t i o n . 
A number of other v a r i a b l e s , i n t e r n a l to the o r g a n i s a t i o n , w i l l a l s o 
a f f e c t the flow of information through an o r g a n i s a t i o n : 
the d i v i s i o n of labour, the s t r u c t u r e of the o r g a n i s a t i o n , the reward 
system and promotion pro s p e c t s , the degree of c e n t r a l i s a t i o n , s i z e , as w e l l 
as the q u a l i t y of management. (For a more extended d i s c u s s i o n of these, see 
Havelock, 1969; Burns & S t a l k e r , 1961). 
For i n s t a n c e , Hagerstrand's comment that "The information that reaches 
an i n d i v i d u a l and the i n f l u e n c e he can e x e r t are both a f u n c t i o n of h i s 
p a r t i c u l a r p o s i t i o n i n the network" (1968, p.176) i s obviously r e l e v a n t 
to o r g a n i s a t i o n s as w e l l , given Baker's f i n d i n g that "most of the t e c h n i c a l 
l i t e r a t u r e that goes i n t o a f i r m does not go any f u r t h e r than the s e n i o r 
manager." (1959, p.29). But i f , f o r i n s t a n c e , i t i s someone lower i n the 
o r g a n i s a t i o n a l h i e r a r c h y , such as a s o c i a l s c i e n t i s t , who r e c e i v e s the 
information, i t i s conceivable t h a t the information never even reaches 
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s e n i o r management. S i m i l a r l y , f a c t o r s r e l a t i n g to the gatekeeper and 
opinion l e a d e r i n an o r g a n i s a t i o n such as t r a i n i n g , o r i e n t a t i o n , l o c a t i o n 
i n the o r g a n i s a t i o n , w i l l i n f l u e n c e the flow of i n f o r m a t i o n . The notion o f 
a 'gatekeeper' i n the t r a n s m i s s i o n o f information i s one which has enjoyed 
a great d e a l of p o p u l a r i t y , e s p e c i a l l y i n the USA. A 'gatekeeper' i s one 
who, by occupying a s t r a t e g i c p o s i t i o n can c o n t r o l the flow o f information 
to o t h e r s . An opinion l e a d e r , on the other hand, can i n f l u e n c e the opinion 
of others on information which i s r e c e i v e d . A gatekeeper's a c t i o n s w i l l 
a f f e c t what i s r e c e i v e d , an opinion l e a d e r ' s a c t i o n s w i l l a f f e c t how i n f o r -
mation i s r e c e i v e d . While the r o l e of gatekeeper can e a s i l y be o v e r s t r e s s e d 
(see Murphy, 1976, f o r a d i s c u s s i o n of t h i s p o i n t ) - information may be 
picked up from other sources ( P e t t i g r e w , 1973, p.29). To the extent t h a t 
an i n d i v i d u a l can c o n t r o l the flow of information, h i s or her r o l e may be 
important. I t i s the opinion l e a d e r , however, who may decide whether the 
information from the gatekeeper i s considered or n e g l e c t e d and t h i s r o l e may 
be j u s t a s , i f not more, c r i t i c a l . I f opinion l e a d e r s h i p i s r e l a t e d to the 
p o s i t i o n i n the h i e r a r c h y of a department, i t may be t h a t departments concerned 
w i t h s o c i a l s c i e n c e , having c l o s e s t a f f i n i t y to r e s e a r c h and development 
departments, ( i n Perrow's schemata) seldom a c t s as or c o n t a i n s the opinion 
l e a d e r . Thus " I f , f o r example, a personnel department i s seen as the 
appropriate one f o r 'keeping i n touch w i t h ' s o c i a l s c i e n c e r e s e a r c h , the 
use t h a t i s made of the r e s u l t s i s l i k e l y to depend on the p r e s t i g e the 
department has i n the o r g a n i s a t i o n , the e f f e c t i v e n e s s of i t s communication 
with other departments and the p r o f e s s i o n a l competence 'to develop r e s e a r c h 
i n t o a usable form' of i t s members." (Cherns, 1969, p.214-5). N e v e r t h e l e s s , 
the t a c t i c a l use of power may r e d r e s s p o l i t i c a l imbalances i n departmental 
35 power f o r the l e s s p r e s t i g i o u s departments. 
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Information flow i n t o o r g a n i s a t i o n s , as d i s t i n c t from information flow 
through o r g a n i s a t i o n s , i s a f f e c t e d by a number of f a c t o r s . Baker, f o r 
i n s t a n c e , found t h a t membership of a trade r e s e a r c h c o u n c i l p o s i t i v e l y 
a f f e c t e d the l e v e l of knowledge about t e c h n i c a l i d e a s at a l l l e v e l s i n 
the o r g a n i s a t i o n (1959, p . l ) . The presence of a r e s e a r c h and development 
department may mean that f i r m s "keep w e l l a b r e a s t of r e s e a r c h elsewhere 
through a s k i l l e d knowledge of the 'communication network of s c i e n c e and 
through i n f o r m a l c o n t a c t s ' . " ( C a r t e r & Wil l i a m s , 1957, p.35). However, i n 
the absence of an R & D department, the o r g a n i s a t i o n may w e l l be h i g h l y 
r e c e p t i v e to information from t e c h n i c a l j o u r n a l s , as C a r t e r & Williams 
suggest. Of course, knowledge of c u r r e n t r e s e a r c h does not mean th a t the 
knowledge i s used (Bennis, 1966, p.104) - the f a c t o r s a f f e c t i n g the through-
put of information i n the o r g a n i s a t i o n may come i n t o play here. Again, many 
of the f a c t o r s a f f e c t i n g throughput of information w i l l a f f e c t the input of 
i n f o r m a t i o n : s t r u c t u r e , l e a d e r s h i p , s i z e , e t c . But there a r e , a number of 
e x t r a - o r g a n i s a t i o n a l f a c t o r s to be taken i n t o account: economic c o n d i t i o n s , 
competition, u n s o l i c i t e d consultancy, contact w i t h other f i r m s . S i m i l a r l y , 
"The f e a r of being judged i n f e r i o r - on r a t i o n a l or i r r a t i o n a l grounds -
s e r v e s to i n h i b i t the approach of a lower s t a t u s o r g a n i s a t i o n toward 
another f o r i n f o r m a t i o n . " (Havelock, 1969). Contact with other f i r m s may 
be important, as may g e o g r a p h i c a l l o c a t i o n . Thus, Baker noted: "Awareness 
of information i s s u e d by the C u t l e r y Research C o u n c i l spread r a p i d l y 
throughout the i n d u s t r y due mainly to the c l o s e c o n c e n t r a t i o n of the f i r m s 
i n S h e f f i e l d and the s u b - d i v i s i o n of manufacture amongst s e v e r a l f i r m s . " 
(1959, p.2). I n t e r f i r m contact at conferences, management a s s o c i a t i o n 
meetings, seminars, t r a i n i n g c o u r s e s , e t c . may a l s o f o s t e r the exchange and 
and flow of information but t h i s a s p e c t remains l i t t l e r e s e a r c h e d . C e r t a i n l y , 
i n t e r - f i r m c ontact seems, a p r i o r i , to be most important regarding information 
- 62 -
d i f f u s i o n and inno v a t i o n - not only because p e r s o n a l , f a c e - t o - f a c e c o n t a c t 
i s important i n conveying a t t i t u d e s , t o , as w e l l a s , information about, new 
ideas e t c . , but a l s o the s i m i l a r i t y i n backgrounds, o r i e n t a t i o n , problems 
faced by members of other f i r m s , may make such information h i g h l y s a l i e n t 
and c r e d i b l e . Parkinson, f o r i n s t a n c e , found that 36% of h i s sample 
approached someone e l s e i n the i n d u s t r y f o r advice on t h e i r opinion when 
seekin g information on a new machine, and 55% s a i d someone i n the i n d u s t r y 
had contacted them f o r advice on t h e i r opinion. (1975, p. 3 3 ) 3 6 
C a r t e r and Williams i d e n t i f y three types of fi r m s by t h e i r r e a d i n e s s 
to give and r e c e i v e knowledge: the p a r o c h i a l f i r m - s e l f - s a t i s f i e d i n i t s 
i s o l a t i o n ; the adoptive f i r m - r e c e p t i v e to new ideas but r e l i e s on outside 
sources; and the non-parochial, non-adoptive f i r m s which "have a w e l l -
developed system of information and t h e i r s c i e n t i f i c , t e c h n i c a l and s a l e s 
s t a f f are encouraged to have wide i n t e r e s t s and to keep t h e i r eyes and e a r s 
open f o r anything which may h e l p t h e i r f i r m ' s p r o g r e s s . " (1957, p.110). 
The type of ownership and i t s impact on promotion p r o s p e c t s , the r e p u t a t i o n 
of the f i r m i n a t t r a c t i n g t a l e n t ; the e x i s t e n c e of other p r o g r e s s i v e firms 
e n s u r i n g a supply of t a l e n t , are some of the f a c t o r s which i n f l u e n c e the 
approach taken. There may be many other f a c t o r s i n v o l v e d , such as s i z e , 
product, method of production, e t c . , which a f f e c t t h i s a s p e c t , but the 
c l a s s i f i c a t i o n may h e l p d i s t i n g u i s h between the approaches taken by d i f f e r e n t 
f i r m s to r e s e a r c h , e t c . 
As w i t h information flow i n t o and through o r g a n i s a t i o n s , a number of 
s i m i l a r f a o t o r s have been i d e n t i f i e d r e garding a t t i t u d e s and responses to 
in n o v a t i o n s : s i z e , type of i n d u s t r y , q u a l i t y of management, p r o f i t a b i l i t y , 
l i q u i d i t y . Mansfield, f o r i n s t a n c e , found t h a t l a r g e f i r m s were probably 
q u i c k e r than s m a l l ones to use a new technique and th a t the p r o f i t a b i l i t y 
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of the investment i n the inno v a t i o n a f f e c t e d the spread of i t s adoption, 
y e t he found no evidence that the f i n a n c i a l h e a l t h of the f i r m a f f e c t e d 
innovation d e c i s i o n s . (1963, p.309-10). On the other hand, Markham found 
" i n n o v a t i v e e f f o r t i s h e a v i l y concentrated i n o l i g o p o l i s t i c i n d u s t r i e s " 
(1965, p.326). T e c h n i c a l l e a d e r s h i p , i . e . how r a p i d l y an o r g a n i s a t i o n 
adopts one and then another innovation, appeared to be s l i g h t l y g r e a t e r i n 
the s t e e l i n d u s t r y and l e s s i n c o a l , brewing and r a i l r o a d i n d u s t r i e s i n 
the USA (Mans i f e l d , 1963). However, as Mansfield goes on to point out: 
"Firms with a g g r e s s i v e managements o f t e n lose t h e i r t a s t e f o r pionee r i n g 
as those managements grow older or as others take t h e i r p l a c e , and laggard 
f i r m s sometimes change t h e i r ways because of an i n j e c t i o n of new blood and 
c a p i t a l . With the passage of time i t becomes i n c r e a s i n g l y l i k e l y that those 
t h a t were p a r t i c u l a r l y r e c e p t i v e to change i n the past e r a have given up t h i s 
r o l e to o t h e r s . " (Mansfield, 1963, p.303, Footnote 7 ) . Aiken & Hag.e, however, 
r e p o r t "the f i n d i n g t h a t i n n o v a t i v e o r g a n i s a t i o n s have a h i s t o r y of i n n o v a t i o n " 
(1971, p.80). 
But i t may be the a c t of innovating, r a t h e r than the content of an 
innov a t i o n which i s important: "Considerable p r e s t i g e and s o c i a l s t a t u s i s 
attached to a person who innovates, the person who expands the horizons of 
knowledge and intro d u c e s t h a t knowledge to s o c i e t y as an i n n o v a t i o n , " 
(Knight, 1967, p.489). 
T h i s point may be p a r t i c u l a r l y r e l e v a n t i n r e s p e c t of s o c i a l s c i e n c e -
(see, f o r i n s t a n c e , the amount of p u b l i c i t y given to Volvo and the euphoric 
terms i n which i t s management i s often d e s c r i b e d ) - and to an ex t e n t a t t e n t i o n 
to and use of s o c i a l s c i e n c e might r e f l e c t a wish to appear forward-looking 
and i n n o v a t i v e . In i t s e l f , t h i s e x p l a n a t i o n i s not c o n v i n c i n g . No-one i s 
going to use s o c i a l s c i e n t i s t s or t h e i r e x p e r t i s e a t random, p o s s i b l y u p s e t t i n g 
t h e i r o r g a n i s a t i o n i n an attempt to appear ' p r o g r e s s i v e ' . I t i s more l i k e l y 
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that an o r g a n i s a t i o n i s faced w i t h a p e r s i s t e n t and i n t e r a c t a b l e problem to 
which, they become aware, s o c i a l s c i e n c e may o f f e r a s o l u t i o n . These 
non-routine innovations are of two types: the ' s l a c k ' i n n o v a t i o n where the 
o r g a n i s a t i o n i s under no pressure and i s 'quite pleased with i t s e l f , 
i n n ovating to 'keep ahead', while the ' d i s t r e s s ' i n n o v a t i o n w i l l r e s u l t i n 
a much wider s e a r c h f o r s o l u t i o n s , i n l i n e w i t h the degree of ' d i s t r e s s ' 
e x perienced. In the l a t t e r case the f i r m w i l l take more r a d i c a l measures 
and a more random s e a r c h (Knight, 1967). 
Of course, not a l l r e s e a r c h i s i n i t i a t e d by i n d u s t r i a l o r g a n i s a t i o n s , 
many p r o j e c t s are i n i t i a t e d by r e s e a r c h e r s ( f o r examples of how and who 
makes these approaches see Brown e t a l , 1976). There seems to be no l a c k 
of r e s e a r c h hungry i n s t i t u t i o n s . Often the mediator i n t h i s r e l a t i o n s h i p 
i s the s o c i a l s c i e n t i s t employed i n the o r g a n i s a t i o n (Cherns, 1976, p.245) 
and the importance of a s o c i a l s c i e n t i s t i n an o r g a n i s a t i o n should not be 
37 
overlooked. However, very l i t t l e i s known about why o r g a n i s a t i o n s employ 
s o c i a l s c i e n t i s t s , whose idea i t i s , who approaches who, e t c . - a l l questions 
worth i n v e s t i g a t i n g . I s i t because of a s p e c i f i c i n d i v i d u a l i n a s t r a t e g i c 
p o s i t i o n ; does i t come from the 'top'; i s i t because a s i m i l a r o r g a n i s a t i o n 
has a l r e a d y done so, e t c . e t c . ? I t may be that i t i s contact w i t h r e s e a r c h e r s 
and the feedback from t h e i r r e s e a r c h plus a d i s c o v e r y of what s o c i a l s c i e n c e 
has to o f f e r - which f o s t e r s f u r t h e r use of s o c i a l s c i e n c e and s o c i a l 
s c i e n t i s t s , assuming of course, the i n i t i a l contact i s f a v o u r a b l e . 
Managements may use s o c i a l s c i e n c e because they have succumbed to the 
s a l e s technique of some c o n s u l t a n t o r g a n i s a t i o n . Even i n 1969 "The number 
of s e r v i c e s being o f f e r e d to i n d u s t r y was i n c r e a s i n g at a b e w i l d e r i n g r a t e . 
Not a week passed without y e t another a d v e r t i s i n g brochure o f f e r i n g y e t 
another s o l u t i o n to the human problems of i n d u s t r y " a c c o r d i n g to K l e i n 
(1976, p.198). T h i s bombardment i s u n l i k e l y to have shrunk i n s i z e but 
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there i s no r e s e a r c h or evidence as to i t s impact. Presumably l a r g e 
'mail s h o t s ' are not undertaken by c o n s u l t a n t s u n l e s s there i s a f a i r 
r e t u r n on the o u t l a y . 
A l l the 'suggested' i n f l u e n c e s on s o c i a l s c i e n c e d i f f u s i o n c l e a r l y 
i n d i o a t e t h a t exceedingly l i t t l e i s known about the d i f f u s i o n and consump-
t i o n of s o c i a l s c i e n c e . Nearly a l l the f i n d i n g s regarding i n f o r m a t i o n 
flow, d i f f u s i o n , innovation are concerned w i t h t e c h n i c a l information or 
techniques. There i s no reason why s o c i a l s c i e n c e or other ideas and areas 
of knowledge should be d i f f u s e d and oonsumed i n the same way. T e c h n i c a l 
p r a c t i c e s are i d e n t i f i a b l e and v i s i b l e ; i d e a s may be n e i t h e r - t h e i r 
presence may be hidden and t h e i r i n f l u e n c e q u e s t i o n a b l e . Ideas can 
i n f i l t r a t e and that i n f i l t r a t i o n be unnoticed and u n i n t e n t i o n a l . Ideas 
a r e , a f t e r a l l , what propaganda i s a l l about. Thus whether the s i z e of 
o r g a n i s a t i o n s , p r o f i t a b i l i t y , type of management o r g a n i s a t i o n i s r e l e v a n t 
to s o c i a l s c i e n c e d i f f u s i o n i s very much an open question. The information 
from the t e c h n i c a l s i d e of d i f f u s i o n can only be suggestive of p o s s i b l e 
f a c t o r s . 
( i i ) I n d i v i d u a l s - F a c t o r s i n Consumption 
A l a r g e number of s t u d i e s i n the USA i n the f i e l d of r u r a l s o c i o l o g y 
have focussed on the i n d i v i d u a l s who adopt i n n o v a t i o n s . While "Being i n an 
o r g a n i s a t i o n i n f l u e n c e s the behaviour of every p a r t i c i p a n t " (Knight, 1967, 
p.483) and o r g a n i s a t i o n a l v a r i a b l e s must be taken i n t o account, i t i s 
i n d i v i d u a l s i n o r g a n i s a t i o n s who make d e c i s i o n s regarding s o c i a l s c i e n c e 
whether as i n n o v a t o r s , opinion l e a d e r s , gatekeepers, e t c . A focus on 
i n d i v i d u a l s i s i n t e r e s t i n g not l e a s t beoause a typology of 'adopters' of 
innovations ( s i m i l a r to the types of f i r m i d e n t i f i e d by C a r t e r & Wil l i a m s , 
1957). has been c o n s t r u c t e d . F i v e i d e a l types have been i d e n t i f i e d by 
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Rogers, (1971): 
1. the innovators - the venturesome, eager to t r y out new ideas and 
l i k e l y to have cosmopolite r e l a t i o n s h i p s , 
2. the e a r l y adopters - the r e s p e c t a b l e , most l i k e l y to be opinion l e a d e r s . 
3. the e a r l y m a j o r i t y - the d e l i b e r a t e , who have frequent i n t e r a c t i o n w i t h 
t h e i r peers y e t are r a r e l y opinion l e a d e r s . 
4. the l a t e m a j o r i t y - the s c e p t i c a l who adopt from economic n e c e s s i t y or 
s o c i a l p r e s s u r e s , and, 
5. the laggards - the t r a d i t i o n o r i e n t e d , more i s o l a t e d and s u s p i c i o u s of 
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i n n o v a t i o n s . (Rogers, 1971, p.182-4). 
Many v a r i a b l e s have been shown to be s a l i e n t to the c a t e g o r i e s of 
adopters. The amount of exposure to i n t e r p e r s o n a l channels of communication 
(Rogers and Beal, 1957) the amount of exposure to mass media (Rogers, 1971, 
p.348); s o c i a l s t a t u s , education, s i z e of o p e r a t i n g u n i t (Rogers, 1971, 
p.195-6), e t c . Again "innovators and other e a r l i e r adopters u t i l i z e more 
impersonal sources of information, whereas the laggards used more p e r s o n a l i z e d 
sources of i n f o r m a t i o n . " (Rogers & B e a l , 1957, p.333). The 'cosmopoliteness' 
of the i n d i v i d u a l , i . e . how much the o r i e n t a t i o n i s e x t e r n a l to a p a r t i c u l a r 
s o c i a l system appears a l s o to be a f a c t o r . ( E i o h o l z / R o g e r s , 1964, p.313-4). 
Of course, i t should be remembered t h a t not a l l s o u r c e s of information are 
a v a i l a b l e to the v a r i o u s types of adopters. For i n s t a n c e "The e a r l y adopter 
of n e c e s s i t y must r e l y on the mass media and p r o f e s s i o n a l s , because l o c a l 
farmers w i l l not have heard of or t r i e d out the new p r a c t i c e . " (Copp e t a l , 
1958, p.154). 
The d i f f e r e n t i a l use of information souroes was a l s o found to be 
r e l e v a n t to the v a r i o u s s t a g e s i n the adoption of an i n n o v a t i o n . The notion 
of stages i s merely a conceptual framework fo r o r g a n i z i n g the data (Copp 
e t a l , 1958) - and the number and v a r i e t y of stages d i f f e r s from author 
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to author. Broadly speaking the process c o n s i s t s of; awareness; 
i n t e r e s t / i n f o r m a t i o n ; e v a l u a t i o n or a p p l i c a t i o n ; t r i a l ; adoption. For 
i n s t a n c e , mass media were found by Copp (1958) to be very important during 
the awareness stage and l e s s so at the i n t e r e s t stage where f a c e - t o - f a c e 
i n f l u e n c e was more important. Peer i n f l u e n c e s are important at the 
acceptance stage while a t the t r i a l stage, p r i n t e d ( c i r c u l a r l e t t e r s and 
b u l l e t i n s ) and o r a l sources (meetings, farm v i s i t s , d e m o nstrations), 
regained importance (Copp, 1958, p.151). Wilkening found t h a t 70% of h i s 
respondents c i t e d the mass media as the source f o r f i r s t h e a r i n g about new 
i d e a s i n farming (1956, p.365). I t i s worth n o t i n g t h a t i n t e r p e r s o n a l 
i n f l u e n c e was found to be c o n s e r v a t i v e yet "the word of a t r u s t e d f r i e n d or 
a r e s p e c t e d colleague i s a r e q u i s i t e to a c t i o n . " (Katz, 1968, p.182). 
Whether or not these f i n d i n g s are r e l e v a n t to the a c t i v i t i e s of o r g a n i s a t i o n s 
as w e l l as to i n d i v i d u a l farmers, they do suggest a number of f r u i t f u l l i n e s 
of e n q u i r y . 
( i i i ) The Ideas Themselves 
I t would be easy to f o r g e t t h a t "The r e c e p t i o n given to a new idea i s 
not so f o r t u i t o u s and u n p r e d i c t a b l e as i t sometimes appears to be. The 
c h a r a c t e r of the i d e a i s i t s e l f an important determinant." (H.G. B a r n e t t , 
40 
1953, p.313). What are the s a l i e n t f e a t u r e s of i n n o v a t i o n s which a f f e c t 
adoption or r e j e c t i o n ? Rogers, 0.971) i d e n t i f i e s them as f o l l o w s : r e l a t i v e 
advantage: "The degree to which an i n n o v a t i o n i s p e r c e i v e d as b e t t e r than 
the idea i t supersedes." (p.22) on whatever c r i t e r i a ; c o m p a t i b i l i t y "With 
the e x i s t i n g v a l u e s , past e x p e r i e n c e s , and needs of the r e c e i v e r s " . (p.22); 
complexity - how easy i t i s to understand and use; t r i a l a b i l i t y (or 
d i v i s i b i l i t y ) - "The degree to which an i n n o v a t i o n may be experimented w i t h 
on a l i m i t e d b a s i s . " (p.23); and, f i n a l l y , o b s e r v a b i l i t y "The degree to which 
the r e s u l t s of an i n n o v a t i o n are v i s i b l e to o t h e r s . " ( p . 2 3 ) . Not a l l these 
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a s p e c t s have been found to be e q u a l l y r e l e v a n t (see F l i e g e l & K i v l i n , 
1962, p.367). Aspects of the i n d i v i d u a l ' s or o r g a n i s a t i o n ' s s i t u a t i o n 
can be seen to be a l s o r e l e v a n t , e.g. t o l e r a n c e of r i s k , s i z e of o r g a n i -
s a t i o n , and a b i l i t y to w a i t f o r a r e t u r n on an investment. But there i s 
n e g l e c t i n Rogers' a n a l y s i s of such mundane f a c t o r s as c o s t , time s a v i n g , 
e t c . ( f o r a l i s t of these see F l i e g e l & K i v l i n , 1967, p.85). S i m i l a r l y , 
the simple motive of p r o f i t i s ignored, and p r o f i t i s the very b a s i s of 
any c a p i t a l i s t e n t e r p r i s e ' s s u r v i v a l . 
A l s o i n v e s t i g a t i n g the dimensions of i d e a s , Baker r e p o r t s that a p a r t 
from c o s t c o n s i d e r a t i o n s ' I t would seem th a t the s m a l l f i r m s p r e f e r the type 
of ideas t h a t give a s s i s t a n c e i n the present methods of manufacturing but 
do not r a d i c a l l y a l t e r the nature of the job. I n coaotrast to t h i s , the 
l a r g e r firms seem to be looking f o r ideas t h a t do a l t e r the method of 
manufacture by reducing the c o n t r o l of the worker". (Baker, 1957, p.27). 
T h i s f i n d i n g i s most i n t r i g u i n g r e g a r d i n g the t h e o r i e s of s o c i a l s c i e n c e . 
Thus, re g a r d i n g the i d e a s which are presented, even although the range of 
ideas i s mediated, f a c t o r s such as r e l a t i v e advantage over e x i s t i n g 
p r a c t i c e s , economic c o n s i d e r a t i o n s , i m p l i c a t i o n s of an i d e a , e t c . may be 
important a s p e c t s i n adoption or r e j e c t i o n . 
( i v ) Evidence A v a i l a b l e on S o c i a l Science 
We seem to have l i t t l e i d e a about how much knowledge management has 
about s o c i a l s c i e n c e . Many claims ( g e n e r a l l y unsupported by e v i d e n c e ) have 
been made re g a r d i n g the impact of s o c i a l s c i e n c e . Dunnette & Brown, (1968) 
however, undertook a study i n the USA to t r y to d i s c o v e r what b e h a v i o u r a l 
s c i e n c e c o n t r i b u t i o n s i n the form of a r t i c l e s and books were best known and 
regarded as most s i g n i f i c a n t by s e n i o r e x e c u t i v e s . Senior e x e c u t i v e s were 
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chosen, having been i d e n t i f i e d by an independent group of i n d u s t r i a l 
p s y c h o l o g i s t s "to be persons a c u t e l y attuned to c o n t r i b u t i o n s by b e h a v i o u r a l 
s c i e n t i s t s . " (Dunnette & Brown, 1968, p.183). The independent group of 45 
i n d u s t r i a l p s y c h o l o g i s t s judged the a r t i c l e s and books nominated by a 
d i f f e r e n t independent group on v a r i o u s dimensions (see Dunnette & Brown, 
1968, p.179) and the f i n a l l i s t of 33 a r t i c l e s and books were sent to the 
200 e x e c u t i v e s . "The most s t a r t l i n g and d i s t r e s s i n g aspect of these 
e x e c u t i v e s r e p l i e s i s t h a t only a s m a l l proportion of them have even heard 
of many of the books and a r t i c l e s nominated as 'most s i g n i f i c a n t ' by the 
45 men a c t i v e l y engaged i n r e s e a r c h or p r a c t i c e i n i n d u s t r i a l psychology. 
Even fewer have any f i r s t hand knowledge of the s p e c i f i c nature of the 
c o n t r i b u t i o n s , and only a n e g l i g i b l e number s t a t e t h a t the c o n t r i b u t i o n s 
have s i g n i f i c a n c e f o r the a c t u a l conduct of b u s i n e s s . " (Dunnette & Brown, 
1968, p.180 emphasis i n o r i g i n a l ) . The impact of such information on 
s e n i o r e x e c u t i v e s i s h a r d l y i m p r e s s i v e then, and i t would seem reasonable 
to suggest that i n B r i t a i n the f i n d i n g s would be s i m i l a r , i f not more 
s t a r t l i n g given the much g r e a t e r amount of t r a i n i n g i n the USA, Of course, 
as C l a r k , (1972B p.9) po i n t s out, e x e c u t i v e s do not t y p i c a l l y r e a d the 
ASR or E J S and many attempts are made to convey r e s e a r c h f i n d i n g s to 
management i n an e a s i l y d i g e s t i b l e form. But even t h i s may be u n s u c c e s s f u l 
given Stewart's (1967) f i n d i n g t h a t "Most of the managers spent very l i t t l e 
time on r e a d i n g work l i t e r a t u r e t h a t o r i g i n a t e d outside the company. The 
average was only 2%. Many read l i t t l e or nothing." ( p . 4 1 ) . 
But i n t e r e s t i n s o c i a l s c i e n c e i s s u r e l y t i e d to p e r c e p t i o n s of academics 
and s o c i a l s c i e n t i s t s by those i n i n d u s t r y . Some o r g a n i s a t i o n s are down-
r i g h t h o s t i l e to u n i v e r s i t i e s and academics " e i t h e r because of t h e i r g e n e r a l 
image as hotbeds of r a d i c a l i s m and student u n r e s t or because t h e i r i n t e r e s t s 
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were seen as f r i v o l o u s l y academic and of no p r a c t i c a l use." ( P i a t t , 1976, 
p.44). On the other hand, some o r g a n i s a t i o n s such as S h e l l and BP a c t i v e l y 
seek l i n k s w i t h r e s e a r c h c e n t r e s and seek a co n t i n u i n g i n s t i t u t i o n a l 
r e l a t i o n s h i p . Cherns r e l a t e s that one Personnel Research Manager "had a 
shopping l i s t of p r o j e c t s and through h i s own c o n t a c t s and attendance a t 
s c i e n t i f i c meetings drew up h i s own s h o r t - l i s t of probable r e s e a r c h c e n t r e s . 
Indeed h i s long term aim was to develop a co n t i n u i n g i n s t i t u t i o n a l r e l a t i o n -
s h i p with one or more r e s e a r c h c e n t r e s . " (Cherns, 1976, p.246). So contact 
i s not only i n i t i a t e d by r e s e a r c h e r s ( J e n k i n s , 1976) o r g a n i s a t i o n s are 
sometimes aware and keen to use academics. But there seems to be a c o n t i n u i n g 
a n t i p a t h y to the academic i n some q u a r t e r s , e x e m p l i f i e d here "the academic 
works i n a cocoon, the manager i n a pre s s u r e cooker." (Ford, 1978, p.20). 
Some commentators, however, see s o c i a l s c i e n c e as making l i t t l e impact, 
where s t u d i e s "mildew i n i n a c c e s s i b l e j o u r n a l s " (Bennis, 1966, p.208) 
whereas oth e r s see s i g n s " t h a t i n important s e c t i o n s of i n d u s t r y h o s t i l i t y 
and apathy are being r e p l a c e d by an i n t e r e s t that i s l e a d i n g , not merely to 
c o l l a b o r a t i o n , but to p o s i t i v e i n i t i a t i v e by i n d u s t r i a l i s t s . " (Seear, 1962, 
p.180). Again "The b e h a v i o u r a l s c i e n c e s have made stunning progress i n 
management education. I n l e s s than one decade, they have not only i n f i l -
t r a t e d the f i e l d , they have secured a f i r m foothold, i n a l l the l e a d i n g 
c e n t r e s of management s t u d i e s . " (Reference here i s to the USA - Bennis, 
1966, p.181). 
Despite a l l the r e s e a r c h that has been looked a t here, e x c e e d i n g l y 
l i t t l e i s known about the impact of s o c i a l s c i e n o e . Indeed, does i t have 
any impact? I f so, how, to whom and i n what guise does s o c i a l s c i e n c e 
reach managers and what do they t h i n k of i t ? 
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Two d i f f e r e n t l i n e s of i n q u i r y are n e c e s s a r y to t a c k l e these broad 
q u e s t i o n s . F i r s t l y , to f i n d out how ideas evolve i n the process of d i f f u s i o n . 
T h i s w i l l be b e s t approached by t r a c i n g the c a r e e r of one s p e c i f i c i d e a to 
see how much, and what coverage i t has r e c e i v e d so that an a p p r e c i a t i o n of 
the type of s o c i a l s c i e n c e that reaches managers can be obtained. At the 
same time through t h i s , the dynamics of the l i n k i n g process can be i l l u -
s t r a t e d showing who w r i t e s on the t o p i c , where i t i s presented, when, and, 
most importantly, how. By c o n t r a s t i n g the p r e s e n t a t i o n given i n p u b l i c a t i o n s 
w i t h the understanding which managers have of a s p e c i f i c i d e a , t h i s w i l l 
demonstrate how one p a r t of the d i f f u s i o n process operates. L o g i o a l l y , t h i s 
b r i n gs us to the seoond approach whiah i s r e q u i r e d : to i n v e s t i g a t e an 
i n d u s t r i a l audience. Again, the focus needs to be s p e c i f i c . Questions 
must be asked of managers i n the same i n d u s t r y where c o n d i t i o n s and t r a d i t i o n s 
are s i m i l a r . (Although a comparative study would be rewarding, i t i s 
prevented by l i m i t e d time and r e s o u r c e s . An in-depth study of one i n d u s t r y 
w i l l be more r e v e a l i n g than a s u p e r f i c i a l look a t a number of i n d u s t r i e s . ) 
Having focussed on the l i n k e r s and the channels they use i n r e l a y i n g the 
id e a , managers can be asked about the in f o r m a t i o n which they p i c k up, which 
souroes they use and the e x t e n t to which they a r e used. As the r e s e a r c h was 
designed to look a t the process of d i f f u s i o n - the p r e s e n t a t i o n and r e c e p t i o n 
of one idea to one audience, the way i n which an i d e a f i l t e r s through to 
i t s audience can be ch a r t e d . 
Given than the focus has been deoided, w i t h i n what framework of questions 
can the r e s e a r c h be undertaken? 
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(v ) A Framework 
A review of the l i t e r a t u r e has suggested a number of a s p e c t s which 
may be important i n the d i f f u s i o n of ideas and whose i n f l u e n c e i s worth 
i n v e s t i g a t i n g . On the l i n k i n g s i d e , a t t e n t i o n has been d i r e c t e d to a 
number of areas e.g. the m u l t i p l e and i n t e r l i n k i n g r o l e s of l i n k e r s ; t h e i r 
backgrounds and q u a l i f i c a t i o n s . The i n f l u e n c e of peers and audience - how 
feedback i s r e c e i v e d and i t s importance. The use made of l i n k e r s and t h e i r 
s e r v i c e s as w e l l as contact w i t h i n d u s t r y . How, who and why t o p i c s are 
chosen and presented, e t c . P o t e n t i a l l y important a s p e c t s of consumption 
have a l s o been i d e n t i f i e d such as, the type, q u a l i t y and t r a i n i n g of manager 
ment; the o r g a n i s a t i o n a l s t r u c t u r e and c l i m a t e ; l o c a t i o n of d e c i s i o n - m a k e r ( s ) 
the membership and use made of i n f o r m a t i o n - g i v i n g bodies- a v a i l a b i l i t y and 
use of i n t e r n a l and e x t e r n a l r e s o u r c e s ; the c l i m a t e of the i n d u s t r y and 
r e l a t i o n s w i t h other f i r m s ; the amount and type of co n t a c t w i t h v a r i o u s 
l i n k e r s ; i n f o r m a t i o n input; the perc e p t i o n of academics and the s o c i a l 
s c i e n c e s ; a t t i t u d e s to innovating; the type of innovations used. 
A l l the a s p e c t s brought out i n the l i t e r a t u r e , taken together, help 
c o n s t r u c t a framework f o r the d i f f u s i o n prooess but the c r u c i a l and 
u n i n v e s t i g a t e d i n f l u e n c e of p o l i t i c a l and economic f a c t o r s must not be 
forgotten. I t i s the n e g l e c t of these f a c t o r s and a focus on the mechanical 
a s p e c t s of d i f f u s i o n which makes u n s a t i s f a c t o r y , a v a i l a b l e models f o r the 
production, l i n k i n g and consumption of ide a s ( f o r an e x c e l l e n t review of 
these, see Havelock, 1969). Thus the areas f o r i n v e s t i g a t i o n a b s t r a c t e d 
from the l i t e r a t u r e are a t best l i m i t e d and may even obscure, by d i v e r t i n g 
a t t e n t i o n from, theoperation of l e s s e a s i l y t r a c e d i n f l u e n c e s . Previous 
commentators have noted the e x i s t e n o e of such f a c t o r s . 
- 73 -
Havelock i n h i s review of the l i t e r a t u r e notes the need f o r a c o n f l i c t 
model of the d i s s e m i n a t i o n and u t i l i z a t i o n of in f o r m a t i o n and the need to take 
an economic approach viewing knowledge as a commodity. But Havelock does 
not develop such an approach h i m s e l f and notes that no-one e l s e has e i t h e r . 
CEn h i s own model these a s p e c t s are again omitted). S i m i l a r l y Rogers (1971) 
(another important f i g u r e i n the f i e l d ) has pointed to the need to study 
p o l i t i c a l f a c t o r s i n d i f f u s i o n and he suggests "The e l i t e are i n c l i n e d to 
s c r e e n out innovations whose consequences t h r e a t e n to d i s t u r b the s t a t u s quo, 
for such d i s r u p t i o n s may le a d to a l o s s of p o s i t i o n f o r the e l i t e . The 
'dangerous i n n o v a t i o n s ' are often those of a r e s t r u c t u r i n g nature, r a t h e r 
than new ideas which w i l l a f f e c t only the f u n c t i o n i n g of the system." 
(Rogers, 1971, p.340). Rogers a l s o notes "the power e l i t e make gatekeeping 
d e c i s i o n s r e g a r d i n g i n n o v a t i o n s i n terms of t h e i r own w e l f a r e , r a t h e r than 
a l t r u i s t i c a l l y f o r the b e n e f i t of the e n t i r e system." (1971, p.342). 
Although both these commentators are aware of the e x e r c i s e of p o l i t i c a l 
power, n e i t h e r suggest how and where t h a t power operates i n the d i f f u s i o n 
p r o c e s s . 
In the models of d i f f u s i o n which have been c o n s t r u c t e d and upon which 
much r e s e a r c h has been conducted, a t t e n t i o n has foc u s s e d on the t e c h n i o a l 
a s p e c t s of d i f f u s i o n - the nuts and b o l t s - and the wider p r o c e s s e s , the 
i n s i d i o u s and s u b t l e i n f l u e n c e s go unnoticed. D i f f u s i o n somehow seems to 
take place outside the s o c i e t y and c u l t u r e - i t i s seen as a mechanical 
operation w i t h perhaps some recourse to the psychology of i n d i v i d u a l s - i t 
i s not seen as a s o c i a l prooess. 
Subtle and i n s i d i o u s i n f l u e n c e s on the p r e s e n t a t i o n of ideas do e x i s t 
as media s t u d i e s have shown. These f i n d i n g s should be borne i n mind when 
c o n s i d e r i n g d i f f u s i o n . According to McQuail (1969) there has been a d e c l i n e 
i n p r e s s p a r t i s a n s h i p i n the post-war p e r i o d . Undoubtedly, the press i s both 
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c y n i c a l and s u s p i c i o u s of the a c t i v i t i e s of governments. Government 
p r e s s u r e s are r e s i s t e d , s c a n d a l s are exposed, and many members of the 
press adopt the r o l e of 'watchdog'. But p r o t e s t a t i o n s of the p u b l i c ' s 
r i g h t to know, conceal the f a c t that many i s s u e s do not achieve the p u b l i c 
a i r i n g they deserve (e.g. defence correspondents f a i l u r e to d i s c u s s major 
expenditure on new m i s s i l e s r e p o r t e d i n the t.v. programme 'The E d i t o r s ' -
August 1980). Although there i s a tendency f o r the v a r i o u s branches of 
the media to take up i s s u e s d i s c u s s e d by another (e.g. newspaper r e p o r t i n g 
of TV programmes and c h a r a c t e r s ; r a d i o d i s c u s s i o n of newpaper content, e t c . ) , 
what i s n e g l e c t e d i n one place may be taken up i n another. While the 
i n c r e a s i n g f i n a n c i a l i n t e r e s t s of newspaper owners i n TV and f i l m companies 
may bo a r e a l cause f o r concern i n l i m i t i n g the terms of popular d i s c u s s i o n s 
and d e f i n i n g what i s s u e s are to be of conoern, there are other, l e s s 
i n f l u e n t i a l , channels: books, p r o f e s s i o n a l a s s o c i a t i o n p u b l i c a t i o n s , 
conferences, seminars, t e a c h i n g e t c . Of course i t could be argued - with 
some weight - that these media tend to take t h e i r l e a d from the coverage 
given i n n a t i o n a l p u b l i c a t i o n s and media, only o c c a s i o n a l l y p r e s e n t i n g a 
t o p i c f i r s t . 
Thus while Rogers maintains t h a t the e l i t e s c r e e n out dangerous 
inn o v a t i o n s , t h i s can be seen to be a somehwat na i v e view. Those who 
produce and those who l i n k , i n p a r t i c u l a r , have paymasters and r e s p e c t e d 
s e n i o r s who share w i t h those who have power i n government, i n d u s t r y and 
commerce, a common s e t of assumptions and world view. The d e c r e a s i n g 
number of newspaper owners, the 'seeping down' of the owners' p o l i t i c a l 
p r e f erence, the l a c k of breadth i n the p o l i t i c a l l e a n i n g s of newspapers 
(and t.v., see Glasgow Univ. Media Group, 1976) are f a c t o r s i n media production 
which speak f o r themselves. The agenda-setting f u n c t i o n of the mass-media 
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(McCombs, 1972), the c r e a t i n g of awareness, the s e t t i n g of the para-
meters of debate, do give the mass media a great deal of c o n t r o l and 
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i n f l u e n c e i n d e f i n i n g what i s s a l i e n t . But i t i s not a conscious 
s c r e e n i n g out of dangerous i n n o v a t i o n s . I t i s a case of p r e s e n t i n g what 
has been a c c e p t a b l e , g u i d e l i n e s are taken from the past - the way t h i n g s 
have been, the s u c c e s s f u l formulas are repeated, the s t a t u s quo main-
t a i n e d . McQuail suggests t h a t the process of s e l e c t i o n and e d i t i n g 
of content " i s guided by the p r e v a i l i n g laws and s o c i a l norms, and 
g e n e r a l l y to t u r n the mass media i n t o agencies of c o n t r o l , which r e i n -
f o r c e dominant c u l t u r a l and i n s t i t u t i o n a l p a t t e r n s . " (McQuail, 1969, 
p.13). Not s u r p r i s i n g l y , i t i s the e x i s t i n g which i s s t r e s s e d , not 
a l t e r n a t i v e s . Any t h r e a t s can be d e a l t w i t h , the world can be c o n t r o l l e d : 
" a t the end of the major (TV) b u l l e t i n s , the newscasters almost always 
s h u f f l e t h e i r s c r i p t s i n t o a neat p i l e and cap t h e i r pens. Order i s 
imposed. The ungodly continue ungodly but the audience can s l e e p easy -
the window on the world r e v e a l s an unchanged and unchanging view." (Bad 
News, p.38). 
I t i s , then, change and changes which are avoided. And i t i s t h i s 
f a c t o r which ensures that the i n t e r e s t s of the e l i t e are not countered 
by l i n k e r s and producers. As Siramel reminded us e a r l i e r (see above) change 
can only harm the h i g h e s t c l a s s e s , they cannot enjoy any g r e a t e r measure 
of power and thus change i s to be both feared and avoided. Thus, there are 
r e a c t i o n s a g a i n s t the new - t h a t i s , u n l e s s they can be t r a n s l a t e d 
and i n c o r p o r a t e d i n t o present and past t a s t e . And the l i n k e r s and 
producers need, a f t e r a l l , to p l e a s e t h e i r paymasters. As Horowitz 
p o i n t s out: "The sources of funds f o r r e s e a r c h tend to be 
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e x c l u s i v e l y concentrated i n the upper c l a s s e s . " ( o i t e d i n N i c o l a u s , 1969, 
p.380). A s i m i l a r comment could be made wi t h regard to the f i n a n c e s of 
l i n k e r s . 
The content of the media may a l s o leave much to be d e s i r e d . F i r s t 
of a l l , the focus on th6 t r i v i a l and the s e n s a t i o n a l has been noted i n 
T.V. r e p o r t i n g of i n d u s t r i a l r e l a t i o n s (Glasgow Univ. Media Group, 1976) and 
i n the r e p o r t i n g of s c i e n c e (Wood, 1962). Both charges are s e r i o u s . They 
mean that fundamental questions tend to be ignored w h i l e i s s u e s are t r i v i a -
l i s e d - the parameters of debate are simul t a n e o u s l y narrowed. And s e n s a t i o n -
a l i s m means th a t the mundane - the everyday, taken-for-granted problems -
are not d i s c u s s e d while a t t e n t i o n i s d i v e r t e d to the t i t i l l a t i n g t i d b i t s . 
I t i s not the fundamental or s e r i o u s i s s u e s which tend to be d i s c u s s e d , thus 
there i s l i t t l e or no debate about, or c r i t i c i s m of, un d e r l y i n g s t r u c t u r e s . 
The d i s c u s s i o n of r e a l and meaningful changes i s avoided - a s i t u a t i o n , which, 
i f Simmel i s c o r r e c t , w e l l s u i t s the e l i t e . Important here then i s not 
what i s d i s c u s s e d but what i s not d i s c u s s e d . 
Such comments should a l s o be considered i n r e l a t i o n to the production 
of i d e a s . Thus a s i m i l a r argument could be c o n s t r u c t e d around the t o p i c s 
of r e s e a r c h favoured by government and f i l t e r e d through the system of 
r e s e a r c h funding. I t i s u n l i k e l y t h a t ideas of a ' r e s t r u c t u r i n g ' nature 
are given approval and, more imp o r t a n t l y , any funds f o r r e s e a r c h . Not 
s u r p r i s i n g l y , i t i s ideas which do not confront the e x i s t i n g s t a t e of 
a f f a i r s but work w i t h i n i t which r e c e i v e funds. The presence of r e s e a r c h 
f i n a n c e means that r e s e a r c h e r s w i l l be a t t r a c t e d to the t o p i c s suggested by 
the government a g e n c i e s . And, to the e x t e n t , that e a r l i e r r e s e a r c h g i v e s 
the l e a d to l a t e r r e s e a r c h , 'areas of growth' mean that not only i n the 
present, but a l s o i n the f u t u r e , other areas s u f f e r from r e l a t i v e n e g l e c t . 
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Ho the e x t e n t t h a t businessmen are s e e k i n g ideas t h a t w i l l h elp them 
succeed i n t h e i r goals, i t seems l i k e l y , given the above, that s e r v i c e s , 
ideas and t h e o r i e s appropriate to t h e i r needs w i l l be i n abundant supply. 
I t w i l l be i n t e r e s t i n g t h e r e f o r e to d i s c o v e r what use businessmen make of 
them. But g e n e r a l statements on d i f f u s i o n are i n s u f f i c i e n t . In order to 
understand the d i f f u s i o n of i n d u s t r i a l s o c i o l o g y , the i n d u s t r i a l context 
must be taken i n t o account. Research which does not i n c l u d e a look a t the 
i n d u s t r i a l context w i t h i n which people operate w i l l be both flawed and 
n e g l e c t f u l . 
Although l i n e s of enquiry have been suggested, i t became obvious that 
the r e s e a r c h would have to be e x p l o r a t o r y i n nature. Not only was i t 
impossible to judge beforehand what f a c t o r s would be r e l e v a n t to the d i f f u s i o n 
of i n d u s t r i a l s o c i o l o g y i n B r i t a i n , but a l s o the absence of a d i r e c t l y 
a p p l i c a b l e framework made a more c l o s e l y d e f i n e d r e s e a r c h p r o j e c t out of the 
q u e s t i o n . A c cordingly, a t e n t a t i v e approach had to be taken - l i n e s of 
enquiry being suggested as the r e s e a r c h progressed. 
CHAPTER TWO 
Autonomous Work Groups - An Examination of the Idea 
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CHAPTER TWO 
AUTONOMOUS WORK GROUPS - AN EXAMINATION OF THE IDEA 
Autonomous work groups (AWGs) i s the s p e c i f i c notion which has been 
s e l e c t e d i n order to t r a c e the d i f f u s i o n of i n d u s t r i a l s o c i o l o g y . What 
has happened to the idea as i t has been d i f f u s e d ? I s there a s e l e c t i v e 
p r e s e n t a t i o n of the elements of the idea ? Are the more r a d i c a l elements 
n e g l e c t e d and the more p r o s a i c a s p e c t s p o p u l a r i s e d ? How much a t t e n t i o n 
has been given to the notion of AWGs? How, where and by whom i s such as 
idea d i f f u s e d ? What, i n a n u t s h e l l , does the process of d i f f u s i o n mean f o r 
such an idea ? Before looking i n d e t a i l a t the p r e s e n t a t i o n of the idea i n 
va r i o u s p u b l i c a t i o n s , i t w i l l be worthwhile to examine c l o s e l y the whole 
notion of AWGs - to d i s c o v e r i t s p o t e n t i a l and then to f i n d out what a s p e c t s 
have been emphasised and what neg l e c t e d . I n t h i s way, more information about 
the s e l e c t i v e p i c k i n g up of idea s can be obtained. 
( a ) WHY AUTONOMOUS WORK GROUPS? 
There are a number of reasons why the i d e a of AWGs i s s u i t a b l e . I t 
i s , f i r s t l y , an idea which e x p l i c i t l y emerged from the workforce. The 
idea d i d not emerge from s o c i a l s c i e n c e as a technique f o r managing the 
workforce but an idea which has been f o r m a l i s e d by s o c i a l s c i e n t i s t s , being 
f i r s t w r i t t e n up by T r i s t and Bamforth i n t h e i r paper "Some S o c i a l and 
P s y c h o l o g i c a l Consequences of the Longwall Method of Coal G e t t i n g " (1951). 
Of course, the importance of the r o l e of s o c i a l s c i e n t i s t s i n pre s e n t i n g and 
formu l a t i n g the concept should not be overlooked. I t i s l i k e l y the idea 
would have remained i n r e l a t i v e o b s c u r i t y , e x i s t i n g as a working p r a c t i c e , 
known only to and perhaps pr o t e c t e d by a s e c t i o n of the workforce were i t 
not f o r the a t t e n t i o n of s o c i a l s c i e n t i s t s . Secondly, the idea i s c u r r e n t l y 
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e n j o y i n g some p o p u l a r i t y . Indeed, i t appears to be f a s h i o n a b l e to apply 
the conoept and p u b l i c i t y has been gained and mileage obtained from the 
a p p l i c a t i o n of the concept, e.g. Volvo's advertisement to the e f f e c t that 
happy workers make r e l i a b l e o a r s . T h i r d l y , the idea i s d i s t i n c t from other 
t h e o r i e s c u r r e n t l y being propounded because i t s t r e s s e s the group aspect 
of working. Because of t h i s , i t s development may be more e a s i l y t r a c e d . 
F i n a l l y , the idea c o n t a i n s a number of elements some of which appear to 
have been taken up while other a s p e c t s have been n e g l e c t e d . A n a l y s i s of 
these p a r t s can show the i m p l i c a t i o n s of v a r i o u s a s p e c t s f o r the workforce 
and Q3Tgaaia«ti«wi, and the r e p e r c u s s i o n s of s e l e c t i v e use of i t s components. 
(b) A BRIEF HISTORY OF THE IDEA 
I n i t i a l formal e x p r e s s i o n of the idea was given by T r i s t and Bamforth 
(1951) of the T a v i s t o c k I n s t i t u t e of Human R e l a t i o n s and the idea was l a t e r 
a p p l i e d , e.g. Ri c e i n I n d i a n t e x t i l e m i l l s , (1958, 1963), T r i s t e t a l . i n 
ooal mines (1977). For a few y e a r s the idea of awgs was l i t t l e mentioned 
and i t s impact apparently n e g l i g i b l e . However, i n the mid 60s, the idea 
was taken up i n Holland under the term 'work s t r u c t u r i n g ' ( P h i l i p s 1968) 
a l s o used l a t e r as p a r t of a soheme i n Norway (Emery & Thorsrud, 1976) 
to improve experience a t work and worker p a r t i c i p a t i o n . T h e r e a f t e r , the 
id e a was picked up i n Sweden where i t has achieved widest p u b l i c i t y i n the 
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a p p l i c a t i o n s a t Volvo and Saab (whether or not the experiments a c t u a l l y 
c o n s t i t u t e awgs i s quit e another m a t t e r ) . Since then the i d e a has become 
popular r e c e i v i n g a mention i n the p r e s s , magazines, r a d i o and t e l e v i s i o n 
as w e l l as i n s o c i a l s c i e n c e p u b l i c a t i o n s . The idea has been greeted as 
the answer to many of the problems faced by I n d u s t r i a l and other o r g a n i s a t i o n s 
by both c r i t i c s and defenders of the i n d u s t r i a l order. But does t h i s i d e a 
o f f e r anything new or r a d i c a l or i s i t merely a v a r i a t i o n on old themes? 
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Does i t o f f e r b e n e f i t s to the workforce as w e l l as to management or i s i t 
merely y e t another i n a s t r i n g of s t r a t e g i e s to o b t a i n the cooperation of 
the workforce or a t l e a s t blunt t h e i r antagonism? I s i t j u s t another kind 
of p r o d u c t i v i t y d e a l exchanging a l i t t l e more money for a l o t more e f f o r t ? 
In order to examine the d i f f u s i o n of the awg concept i t i s of i n t e r e s t 
to examine the component p a r t s of the idea as i t was o r i g i n a l l y presented 
(but not n e g l e c t i n g more reoent developments) i n order to i n v e s t i g a t e the 
p o t e n t i a l of the i d e a r a d i c a l l y to transform r e l a t i o n s h i p s i n the sphere of 
work or to a l t e r s u b s t a n t i a l l y the power and c o n t r o l of management. 
( c ) THE IDEA ITSELF 
Very b r i e f l y , the awg concept i s of a s m a l l , s e l f - s e l e c t e d and s e l f -
o r g a n i s i n g group of workers. The group members are interdependent and the 
group as a whole completes an e n t i r e oycle of o p e r a t i o n s . The group makes 
a oontraot w i t h management but i s independent of management i n the organ-
i s a t i o n and method of working. Each of the group members possesses the 
s k i l l s of the o t h e r s , t h a t i s , they are m u l t i - s k i l l e d workmen, and group 
members share e q u a l l y i n a common paynote. I n the more formal p r e s e n t a t i o n 
of the i d e a , the c e n t r a l notions are those of r e s p o n s i b l e autonomy for a 
whole work task, freedom from c l o s e e x t e r n a l s u p e r s i v i o n , interdependence of group 
members, the importance of the group being s e l f - s e l e c t e d , s h a r i n g a common 
paynote and of group members being m u l t i - s k i l l e d . 
( i ) Whole Task 
One of the main aims of awg theory i s to r e v e r s e the trend towards 
s p e c i a l i s a t i o n a t work. So i n s t e a d of performing one operation the worker 
w i l l perform a number of o p e r a t i o n s which make up a 'whole t a s k ' or a 
'complete c y c l e of o p e r a t i o n s ' . The aim i s f o r each member to c a r r y out 
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a l l the t a s k s undertaken by the group as a whole so the worker becomes 
m u l t i - s k i l l e d i n s t e a d of s i n g l e - s k i l l e d . While the term m u l t i - s k i l l e d may 
be something of an exaggeration (does the performance of s i x simple 
operations i n s t e a d of one simple o p e r a t i o n c o n s t i t u t e a s k i l l ? ) the 
g r e a t e r v a r i e t y , the opportunity to use d i f f e r e n t a b i l i t i e s , and the 
performance of a 'whole t a s k ' i n s t e a d of a fragmented one may w e l l c o n t r i b u t e 
to decreased d i s s a t i s f a c t i o n w i t h work. The a b i l i t y to c a r r y out a number 
of t a s k s no matter how s m a l l may w e l l enhance changes on the labour market 
through wider e x p e r i e n c e , e t c . , h e l p r e s i s t redundancy as a r e s u l t of the 
g r e a t e r investment by the o r g a n i s a t i o n i n workers through t r a i n i n g , and 
i n c r e a s e job s e c u r i t y through the r e a l i s a t i o n of workers a b i l i t i e s and 
t h e i r correspondingly g r e a t e r f l e x i b i l i t y . 
I t i s worth c o n s i d e r i n g the nature of the t a s k s which might be i n c l u d e d 
i n the f u n c t i o n i n g of autonomous work groups. Much emphasis has been placed 
on the 'whole task* apparently performed by awgs, y e t the dimensions of a 
whole t a s k remain obscure. I s the completion of a p a r t of the f i n a l product 
a whole t a s k as i n , say, the e l e c t r i c a l system of a c a r ? Or does i t r e f e r 
to the completion of a f i n i s h e d product? The problems i n the l a t t e r case 
given modern production methods are obvious. I t may be that coal-mining 
p r e s e n t s one of the few occupations i n which a whole task i s f a i r l y w e l l 
d e l i n e a t e d , and some r e - t h i n k i n g of the concept ne c e s s a r y f o r more advanced 
t e c h n o l o g i e s . T h i s , of course, has been done by some T a v i s t o c k w r i t e r s , but 
i n many ca s e s the whole task appears to amount to l i t t l e more than job 
enlargement - doing a g r e a t e r v a r i e t y of operations; or, job r o t a t i o n -
performing any one task f o r a l i m i t e d time only, n e i t h e r of which i s l i k e l y 
to be very s u c c e s s f u l . The a d d i t i o n of t a s k s which others have p r e v i o u s l y 
found boring i s hardly l i k e l y s u b s t a n t i a l l y to reduce boredom and monotony. 
In other c a s e s , maintenance and minor r e p a i r s of machinery are i n c l u d e d as 
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w e l l as q u a l i t y i n s p e c t i o n , the o r d e r i n g of m a t e r i a l s and c l e a n i n g of the 
group's work a r e a . Whether any or a l l of these a d d i t i o n a l d u t i e s may r e s u l t 
i n the ' o r a f t pride and a r t i s a n independence' which T r i s t and Bamforth 
sought i s a moot p o i n t . C e r t a i n l y there i s a g r e a t e r chance of using one's 
a b i l i t i e s , of l e a r n i n g more, of g a i n i n g wider e x p e r i e n c e . S i m i l a r l y , one 
may g a i n i n s t a t u s i f one's j o b i s seen as more s k i l l e d , both w i t h i n and 
o u t s i d e the o r g a n i s a t i o n (see S a d l e r , 1970, p„22). And to the e x t e n t that 
the group i s f r e e from c l o s e e x t e r n a l s u p e r v i s i o n then the job may w e l l be 
seen i n a b e t t e r l i g h t . Yet the maintenance r e q u i r e d f o r some maohines may 
be minimal and r e p a i r s c a r r i e d out by the group only the minor ones. While 
the o r d e r i n g of s u p p l i e s from the s t o r e s and q u a l i t y i n s p e c t i o n may be 
welcome a d d i t i o n s there i s not r e a l l y very much room f o r i n i t i a t i v e . The 
amount of e x t r a t r a i n i n g r e q u i r e d to c a r r y out the a d d i t i o n a l t a s k s may be 
a good i n d i c a t i o n of the i n c r e a s e d demands of the j o b . But i t seems u n l i k e l y , 
a p r i o r i , t h a t i n comparison w i t h the craftsmen who underwent extended 
t r a i n i n g , who depended on e x p e r i e n c e as w e l l as s k i l l t h a t the i n c l u s i o n of 
a few a d d i t i o n a l t a s k s w i l l r e s u l t i n a s i m i l a r e x p e r i e n c e of work. However, 
given the p o s s i b l y reduced e x p e c t a t i o n s of a workforce accustomed to the 
d e b i l i t a t i n g c o n d i t i o n s of the assembly l i n e , i t might be p o s s i b l e , a t 
l e a s t i n the s h o r t term, f o r the i n c l u s i o n of a d d i t i o n a l t a s k s to be viewed 
as a r e a l improvement (see D a n i e l , 1969A). 
Of course, t h i s , l i k e other a s p e c t s of awgs w i l l depend f o r i t s impact 
on the o r i e n t a t i o n s to work of the workforce, e.g. economically o r i e n t e d 
workers are u n l i k e l y to be e n t h r a l l e d by attempts to improve a s p e c t s of 
work other than pay e s p e c i a l l y i f they p e r c e i v e there to be some t r a d e - o f f 
a g a i n s t f i n a n c i a l b e n e f i t s . 
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( i i ) M u l t i - s k i l l e d 
The aim of men being m u l t i - s k i l l e d i s to have e q u i v a l e n c e of s k i l l 
between group members (the common paynote being an offshoot of t h i s ) w i t h 
the r e s u l t that group members are i n t e r c h a n g e a b l e . In other words, where 
there i s no s p e c i a l i s a t i o n there i s no i r r e p l a c e a b i l i t y . The absence of 
one group member i s not c r u c i a l to the performance of the task i n hand. 
(The b e n e f i t s to management of t h i s aspect of awgs becomes obvious r e g a r d i n g 
coping w i t h absenteeism and labour turnover problems.) The e a s i l y r e p l a c e -
able worker has a weaker p o s i t i o n i n the o r g a n i s a t i o n , h i s b a r g a i n i n g 
s t r e n g t h i s much reduced by the presence of o t h e r s able to do h i s j o b . 
Where there i s a r e s e r v e pool of t r a i n e d workers, ready and w i l l i n g to f i l l 
empty p o s i t i o n s , the s e c u r i t y of those employed i s correspondingly weakened. 
Those whose fa c e d 'do not f i t ' - the r a d i c a l , the m i l i t a n t , the u n d e s i r a b l e s 
( f o r whatever reason) - w i l l be more e a s i l y f i r e d . 
Of course, the group may operate i t s own d i v i s i o n of labour, 
a l l o c a t i n g one task to a s p e c i f i c i n d i v i d u a l but t h i s would render the 
group v u l n e r a b l e to absenteeism, and p o s s i b l y cause them d i f f i c u l t y i n 
meeting the c o n t r a c t e d production l e v e l . Here then i t becomes apparent 
that the burden of absenteeism i s now borne not only by management as 
before i n l o s t production but by the work group i t s e l f . For the e a r n i n g s 
of the group may be a d v e r s e l y a f f e c t e d by absenteeism and i t may now be i n 
the group's i n t e r e s t to p r e s s u r i s e i t s members not to go absent without 
good reason. So now, absenteeism becomes a 'problem' not only f o r manage-
ment, but f o r the work group as w e l l . And the i n d i v i d u a l , i n s t e a d of 
bearing p r e s s u r e from management, i s now more l i k e l y to have to bear 
pressure from the group which i t may be l e s s easy to r e s i s t . 
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Through t r a i n i n g or p r e p a r i n g men to c a r r y out a number of job s 
i n s t e a d of j u s t one, the f l e x i b i l i t y of the i n d i v i d u a l i s i n c r e a s e d . 
There w i l l be l e s s r e s i s t a n c e to the a d d i t i o n or changing of two or three 
elements of a job than i n changing the whole job as p r e v i o u s l y would have 
happened. Thus workers are more abl e to meet t e c h n o l o g i c a l change, to be 
more adaptable to changing i n d u s t r i a l environments or methods of working 
and, as a r e s u l t , l e s s v u l n e r a b l e to the winds of economic change. Manage-
ment a l s o b e n e f i t s from the g r e a t e r f l e x i b i l i t y of the workforce i n , f o r 
i n s t a n c e , meeting market demands f o r a wider range of products or to meet 
the r i s i n g r a t e of obsolescence i n consumer and other goods. B e n e f i t s can 
a l s o be r e a l i s e d by management through encouraging m u l t i - s k i l l e d working. 
To the e x t e n t t h a t maintenance or r e p a i r t a s k s , q u a l i t y i n s p e c t i o n , or 
a d m i n i s t r a t i v e t a s k s are i n c l u d e d i n the work of an awg, then there may be 
an e r o s i o n and p o s s i b l y even e r a d i c a t i o n of demarcation l i n e s - a problem 
which f o r management has been i n t r a c t a b l e and ca u s i n g great concern i n 
re c e n t y e a r s due i n part to the i n c r e a s i n g r a t e of t e c h n o l o g i c a l change. 
The disadvantages to management of having workers i n whom g r e a t e r i n v e s t -
ment has been made i n t r a i n i n g i s the higher p o t e n t i a l c o s t of labour 
turnover and the need f o r g r e a t e r care i n s e l e c t i o n . But i n broader terms 
i t does mean th a t management can more f u l l y u t i l i s e the human r e s o u r c e s a t 
i t s d i s p o s a l . 
To the ex t e n t t h a t there are a number of m u l t i - s k i l l e d groups performing 
the same task, then the s t r a t e g i c , i m p o r t a n c e of a s p e c i f i c group i s much 
l e s s than under a s s e m b l y - l i n e working w i t h t a s k s p e c i a l i s a t i o n . Thus the 
a b i l i t y of a s m a l l group to d i s r u p t operations of the department or the 
o r g a n i s a t i o n i s much reduced. So management, through the use of the m u l t i -
s k i l l e d i d e a , may f i n d t h a t not only are labour turnover and absenteeism 
- 85 -
e a s i e r t o deal w i t h but also t h a t they are less vulnerable t o s t r i k e 
a c t i o n , t o go-slows, and t o d i s r u p t i o n s g e n e r a l l y . The p o s s i b i l i t y of 
worker resistance being e f f e c t i v e i s much reduced. Of course, t h i s also 
depends on the degree of s o l i d a r i t y between groups. But t o the extent 
t h a t management can contain worker resistance through awgs, t h e i r c o n t r o l 
of the workforce i s increased. 
( i i i ) Foremen/supervisors 
A f a r - r e a c h i n g aspect of awgs i s the erosion of the r o l e of foreman or 
f i r s t l e v e l supervisor. While i n some cases the r o l e may be a l t e r e d from 
one of s u p e r v i s i o n t o one of maintaining boundary c o n d i t i o n s enabling the 
smooth f u n c t i o n i n g of the group, i n others the r o l e of foreman may disappear. 
In both cases the foreman's tasks devolve upon the group which now organises 
i t s own work load, and/or cheoks q u a l i t y , and/or undertakes a n c i l l a r y tasks 
such as some papework. Quite apart from the obvious repercussions at 
foreman l e v e l , e.g. redundancy, t r a n s f e r r a l , and f o r the lucky ones, r e - t r a i n i n g 
t o c a r ry out t h e i r a l t e r e d r o l e , there are a number of other f a c e t s . F i r s t l y , 
the promotion o p p o r t u n i t i e s of shop f l o o r workers w i l l be reduced as the 
distance t o the next l e v e l i n the hierarchy may be much more d i f f i c u l t t o 
bridge w i t h o u t formal s k i l l s . Secondly, t o the extent t h a t foremen operate 
as the ayes and ears f o r management, management w i l l have to seek another way 
i n which t o remain informed of the climate on the shop f l o o r - hence the 
great emphasis on c o n s u l t a t i o n between groups and managements i n implement-
a t i o n s of awgs. The absence of foremen may mean e a r l y warning signs of 
t r o u b l e go unnoticed and disputes reach i n t r a c t a b l e p r o p o r t i o n s before 
being t a c k l e d . T h i r d l y , disputes w i t h i n and between groups are l i k e l y t o 
a r i s e . Who i s t o a r b i t r a t e i n these? For instance, the r o l e of shop steward 
may be p r o b l e m a t i c a l i n s o f a r as he himself i s a group member. Thus i n 
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i n t e r g r o u p c o n f l i c t or antagonism h i s r o l e may be very much r e s t r i c t e d 
by h i s own group membership. F i n a l l y , i f there i s a greater distance 
between men and the f i r s t l e v e l of management, i s t h i s l i k e l y to cause work 
groups t o see the position/problems of management w i t h greater or less 
sympathy? (This i s also r e l a t e d t o the group's autonomy where blame f o r 
problems enoountered may be i n t e r n a l i s e d r a t h e r than e x t e r n a l i s e d . ) 
While management may s u f f e r from having less i n f o r m a t i o n regarding the 
shop f l o o r i t w i l l b e n e f i t f i n a n c i a l l y from having fewer or no foremen -
savings which are u n l i k e l y t o be eroded by small e x t r a r e s p o n s i b i l i t y 
payments t o awg members i f and when these are negotiated, or by the 
r e - t r a i n i n g costs of a few s e l e c t foremen. For the workforce, apart from 
the reduced promotion o p p o r t u n i t i e s , the erosion of the foreman's r o l e 
means greater r e s p o n s i b i l i t y . There i s much less close e x t e r n a l s u p e r v i s i o n , 
both of these f a c t o r s r e s u l t i n g i n greater freedom i n task performance and 
i n behaviour. The absence of superv i s i o n as such, of not being checked and 
s c r u t i n i s e d i n every a c t i o n i s l i k e l y t o be a welcome change. Of course, 
management may i n t e r p r e t the use of the greater freedom on the shop f l o o r 
as a lack of d i s c i p l i n e whioh they might f i n d unpalatable but may bear i t 
i n view of the arguably greater o v e r a l l c o n t r o l which management enjoy. 
( i v ) Responsible autonomy 
A d i s t i n g u i s h i n g f e a t u r e of awgs i s the conoept of responsible 
autonomy - t h a t the work group enjoys autonomy i n o r g a n i s a t i o n and perform-
ance of i t s work, and r e s p o n s i b i l i t y f o r the group's production (and 
r e s p o n s i b i l i t y to other group members i n t h i s r e s p e c t ) . Being free from 
close e x t e r n a l supervision and undertaking a whole task, the group i s 
l i k e l y t o have ' c r a f t p r i d e and a r t i s a n independence'. The degree of 
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autonomy or r e s p o n s i b i l i t y depends very much on the r o l e of the foreman 
as w e l l as on the content of the j o b . I f the work of the group i s c l o s e l y 
checked and d i r e c t e d as t o when and how much should be produced, then the 
group can hardly be responsible or autonomous. At the same time, i f the 
group i s dependent on the s k i l l s of others such as maintenance and r e p a i r 
s t a f f i n order to maintain i t s production, i t would not appear to have a 
great degree of autonomy. But t h i s acts t o remind us t h a t a work group can 
be autonomous and responsible only i n p a r t f o r i t must always r e l y t o some 
extent on outside s p e c i a l i s t s i n a t e c h n o l o g i c a l l y complex environment. Also 
a group does not exercise autonomy i n deciding what i t produces, where i t 
produces, the technology used. Even i f i t i s a s e l f - s e l e c t e d group, the 
population out of which i t can s e l e c t members i s chosen i n i t i a l l y by 
management. S i m i l a r l y , decisions on f u t u r e production, type, amount, 
markets, investment programmes e t c . are a l l decided by management ^ (Moore, 
1977, p.2). These and other f a c t o r s i n d i c a t e the f a i r l y low l e v e l of 
autonomy t h a t can p o t e n t i a l l y be enjoyed by awgs. C e r t a i n l y i t i s greater 
autonomy than t h a t perhaps pre v i o u s l y experienced (though t h i s i s open t o 
debate, f o r i n some occupations such as st e e l w o r k i n g , docking and p r i n t i n g 
(on p r i n t i n g i n d u s t r y see Sykes, 1967), a f a i r l y wide range of autonomy 
and d i s c r e t i o n has been enjoyed through the s t r u g g l e s of the workforce t o 
gain greater c o n t r o l over i t s working arrangements). Nevertheless use of 
the term 'autonomy' can be misleading. Awgs operate i n c o n d i t i o n s and under 
c o n s t r a i n t s not of t h e i r own choosing (not l e a s t being the basic c o n s t r a i n t 
of having to s e l l one's l a b o u r ) . S i m i l a r l y , responsible autonomy i s some-
t h i n g which i s given by management, i t i s allowed - i t i s not inherent i n 
the task. I t i s the g i v i n g of some freedom i n an arena where the r u l e s 
and the outcomes are decided i n advance and to which l i m i t s have c a r e f u l l y 
been s e t . Thus i n large parts autonomy i s a mirage, and i f a t t r a c t i v e , 
only i n comparison w i t h the fragmented, s p e c i a l i s e d and o f t e n mindless work 
of the assembly l i n e . 
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However, at a more pragmatic l e v e l , greater r e s p o n s i b i l i t y and greater 
autonomy are l i k e l y t o be weloomed. Greater freedom and perhaps greater 
d i g n i t y can be experienced i n the absenoe of s u p e r v i s i o n and i n having 
the o p p o r t u n i t y t o be s e l f - d i r e c t i n g f o r the f i r s t time, Man might possibly 
see themselves as being t r e a t e d as responsible human beings and respond as 
such.(That, at any r a t e , i s one of the hop3s of some Tavistock w r i t e r s . ) 
At l e a s t r e s p o n s i b i l i t y t o the other members of the work group i s l i k e l y 
t o decrease any sense of i s o l a t i o n and enable i d e n t i f i c a t i o n With group 
members i f not t o 'the group' as an e n t i t y i n i t s e l f . 
(v) Group working 
Awgs are d i s t i n c t from many other attempts t o improve working l i f e 
because the accent i s on group working: on group payment, on a group 
cont r a c t w i t h management, on group o r g a n i s a t i o n . Thus members are i n t e r -
dependent and r e l y on one another f o r the amount of t h e i r inoomes. Based 
on the premise t h a t working i n groups meets s o o i a l and psychological needs, 
the aim i s to f o s t e r i d e n t i t y w i t h and f a c i l i t a t e the work of others i n the 
group. Also there i s the aim t o f o s t e r task i d e n t i t y and through t h i s f 
i d e n t i f i c a t i o n w i t h the goals of the o r g a n i s a t i o n . Under i n d i v i d u a l working 
(according t o T r i s t & Bamford), men seek to maximise t h e i r own earnings, 
not to f a c i l i t a t e the work of other s h i f t s or t o help them aohiev© t h e i r 
production t a r g e t s . I n i n d i v i d u a l working, the c o n s t r a i n i n g forae i s the 
supervisor. In group working, the c o n s t r a i n i n g foroe i s the group. While 
t h i s obviously has i m p l i c a t i o n s f o r management o o n t r o l methods, i t also has 
i m p l i c a t i o n s f o r worker d i s c i p l i n e . I n group working r e s p o n s i b i l i t y haa 
been given to the group or a con t r a c t has been made w i t h management f o r a 
given output or an agreed prioe per u n i t . The group i s not 'managed' from 
ou t s i d e , i t manages i t s e l f (though i t should be noted t h i s does not mean 
that the group contains a leader as such). Management, i t seems, give@ up 
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i t s prerogative t o manage. Group members now respond to the demands of 
the group, not the demands of management. Is t h i s an improvement? Yes, 
i n s o f a r as group members have a degree of freedom i n deciding how they 
w i l l do a j o b , who w i l l do i t , e t c . which they did not have p r e v i o u s l y . 
Yet i t can also be even more c o n s t r a i n i n g . Strategies to f r u s t r a t e 
management purposes are l e g i o n , but any s t r a t e g y t o f r u s t r a t e group purposes 
i s s e l f - d e f e a t i n g . Thus there i s l i k e l y to be a containment of worker 
resistance or at l e a s t on the l i n e s p r e v i o u s l y employed such as sabotage 
and, there i s ac c o r d i n g l y , a greater compliance of the workforce t o manage-
ment goals. By accepting r e s p o n s i b i l i t y f o r i t s production, the group 
becomes more amenable to the c o n s t r a i n t s involved i n production even though 
some or most are imposed by management, e.g. technology, type of raw m a t e r i a l s 
working environment, e t c . I t has accepted the con d i t i o n s under which i t i s 
t o f u n c t i o n . (That i t may l a t e r come t o question these conditions i s one 
possible outcome of g i v i n g greater autonomy.) Of course, i t may be t h a t 
through the deleg a t i o n of autonomy t o the group, s t r a t e g i e s to counter 
management goals by the group may be more e f f e c t i v e and less easy f o r 
management to deal w i t h . Whether greater compliance i s f o s t e r e d or greater 
o p p o s i t i o n i s debateable. 
I t i s now the group which appears t o make demands, not management. The 
a n t a g o n i s t i c r e l a t i o n s h i p between men and management may be obscured and 
group members no longer lay blame on management when things go wrong but 
on the group and t h e i r own i n a b i l i t y to manage i n an apparently 'autonomous' 
environment. Thus management may come to be viewed i n a more benign l i g h t . 
(A goal sought by Tavistock w r i t e r s i n s o f a r as they hoped men and management 
would come to see t h e i r mutual i n t e r e s t s . ) While the group may f o s t e r 
greater s o l i d a r i t y and r e c o g n i t i o n of the common s i t u a t i o n of workers a t an 
i n d i v i d u a l l e v e l the group may be experienced as claustrophobic.44 
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I n an age i n which i n d i v i d u a l i s m i s stressed, those who accept i t s 
importance may resent the emphasis on group p a r t i c i p a t i o n and group 
45 
f u n c t i o n i n g . 
( v i ) S e l f - s e l e c t e d 
In the o r i g i n a l f o r m u l a t i o n of AWGs great s t r e s s was l a i d on the f a c t 
t h a t the groups i n the coal mines were s e l f - s e l e c t e d . A f a c e t of work 
group o r g a n i s a t i o n which has not since received much a t t e n t i o n since the 
e a r l y work of Tavistock w r i t e r s . I f the composition of work groups i s 
decided by management - on whatever c r i t e r i a - then i t i s l i k e l y t h a t 
commitment to the group w i l l be l e s s , at l e a s t i n i t i a l l y . A group whose 
members are selected on the basis of knowledge of each others c a p a b i l i t i e s 
and weaknesses, as i n the coal mines, i s much more l i k e l y to be a v i a b l e 
group than one whose composition has been decided by management, who may 
ignore c o n f l i c t s and antagonisms between i n d i v i d u a l s , e t c . Also, w i t h the 
aim of g i v i n g r e s p o n s i b i l i t y and autonomy to the workforce i t seems somewhat 
c o n t r a d i c t o r y to deny workers the r i g h t t o choose w i t h whom they are to work. 
Although the s e l f - s e l e c t i o n of groups may r e s u l t i n greater t r u s t and 
r e s p o n s i b i l i t y to one's workmates, i t may also mean t h a t the economically 
f i t and a c t i v e s e l e c t others of s i m i l a r capacity while the less able, the 
o l d e r , those of e t h n i c m i n o r i t i e s , e t c . form t h e i r own groups. So there i s 
the p o s s i b i l i t y of having wide d i s p a r i t i e s i n income i n the work force and 
i n c r e a t i n g 'colonies' of d i f f e r e n t types of workers i n organisations. But 
given s e l f - s e l e c t e d groups composed of i n d i v i d u a l s w i t h s i m i l a r c a p a c i t i e s , 
i s there a way i n which group cohesion and i d e n t i f i c a t i o n can be f o s t e r e d 
and the interdependence of group members accepted? Yes, through the use of 
a common paynote. 
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( v i i ) Common Paynote 
The o p e r a t i o n of a common paynote which i s shared e q u a l l y between a l l 
members of the group would appear t o f o s t e r i d e n t i t y , e t c . The idea i s 
based on the reasoning t h a t i t i s not the amount of work achieved by 
i n d i v i d u a l s which matters but r a t h e r the i n t e n t - t h a t i s , equivalence 
of e f f o r t and w i l l i n g n e s s r a t h e r than amount produced. With the concepts 
of the common paynote and the a l l - r o u n d worker, there are now fewer status 
and p r e s t i g e d i f f e r e n c e s between i n d i v i d u a l s . While there may s t i l l remain 
a tendency f o r the young and able, the older and less f i t t o group together, 
the d i f f e r e n c e s w i t h i n the group are minimised. The accepted equivalence 
of w i l l i n g n e s s and e f f o r t means work group members can be seen as equal. 
There i s no one superior t o another ( i n theory at l e a s t ) and no one i n f e r i o r . 
Thus group s o l i d a r i t y can be maximised. Cooperation not competition i s 
f o s t e r e d between i n d i v i d u a l s . While the greater s o l i d a r i t y o f , and i d e n t i f i -
c a t i o n w i t h , the group may c o n t r i b u t e t o higher production i t i s l i k e l y a l s o 
to r e s u l t i n greater bargaining s t r e n g t h of the group members, there being 
less chance of d i v e r g i n g opinions (given the minimal operation of group 
dynamics and the s t r e n g t h of group pressures). Yet at the same time, 
management may f i n d i t easier t o deal w i t h a group of workers r a t h e r than 
a v a r i e t y of i n d i v i d u a l s ( i n the same way t h a t trade union o r g a n i s a t i o n may 
be welcomed by managements i n s o f a r as i n d u s t r i a l r e l a t i o n s can be stream-
l i n e d or r a t i o n a l i s e d ) . 
At the same time, the i n d i v i d u a l i s less vulnerable to management 
a r b i t r a r i n e s s - he i s protected by the group. While i t may be easier to 
apportion blame f o r bad products t o s p e c i f i c groups the i d e n t i f i c a t i o n of 
poor workers would no longer be made by management but by the group. Whether 
or not the pressure of the group or management i s p r e f e r a b l e t o the i n d i v i d u a l , 
the group i s u n l i k e l y to be as p u n i t i v e as management. 
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(The question as t o whether or not s o l i d a r i t y would be maximised i n a 
group w i t h no i n t e r n a l d i f f e r e n t i a t i o n i s very much open t o debate. I f 
there i s no d i v i s i o n of labour between i n d i v i d u a l s , there are no i d e n t i f i a b l e 
i n d i v i d u a l c o n t r i b u t i o n s to be made ( M i l l e r & Rice, 1967, p.259). Thus, 
i t could be argued there i s no sense of i n d i v i d u a l achievement or a s p e c i f i c 
c o n t r i b u t i o n which an i n d i v i d u a l can make and f o r which h i s presence would 
be valued. Perhaps, then, i t w i l l be found necessary t o have some d i v i s i o n 
of labour w i t h i n the group i f s o l i d a r i t y and group i d e n t i f i c a t i o n are t o 
.46 
be f o s t e r e d . ) 
( v i i i ) Contract 
In any e v a l u a t i o n of new ideas regarding work o r g a n i s a t i o n , issues of 
c o n t r o l should be examined. Under awgs, management cedes an amount of 
c o n t r o l t o work groups. Or so i t appears. While management may have 
abdicated some of i t s immediate d i r e c t i o n and c o n t r o l of the workforce, 
i t can be argued t h a t management gains greater p r e d i c t a b i l i t y through the 
contra c t and output agreed w i t h the work group. And as shown above, worker 
resistance may be contained and there i s less v u l n e r a b i l i t y t o s t r i k e s , e t c . 
With m u l t i - s k i l l e d working plus fewer d i s r u p t i o n s through breakdowns or 
holdups as encountered under assembly l i n e working, management i s b e t t e r 
able t o plan and t o meet f l u c t u a t i o n s i n demand. Though s t i l l vulnerable 
t o stoppages, the c o n t r a c t as a formal agreement may make i n t e r r u p t i o n s t o 
production less l i k e l y . 
Once a c o n t r a c t has been made w i t h management - f o r a given l e v e l of 
output, f o r a minimum l e v e l of output, or f o r an agreed p r i c e per u n i t of 
production - the group i s then l e f t t o its own devices. I t i s freed from 
management cheoking on i t s a c t i v i t i e s . I t can enjoy autonomy and d i s c r e t i o n 
i n i t s o r g a n i s a t i o n and performance of work, i t enables the group t o 'get on 
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wit h the job' without petty e x t e r n a l i n t e r f e r e n c e s and i t can give the group 
a f e e l i n g of independence. The a c c e p t i n g of a c o n t r a c t a l s o i n v o l v e s an 
acceptance of the environment and of the c o n s t r a i n t s imposed on production 
as was noted above. C o n t r a c t s , then, may reduce d i s p u t e s over the terms of 
day-to-day o p e r a t i o n s . But at the same time, the gr a n t i n g of a degree of 
autonomy may r e s u l t i n demands f o r g r e a t e r freedom and autonomy. Thus awgs 
could lead to st r o n g e r p r e s s u r e s for r e a l autonomy and r e s p o n s i b i l i t y . 
The argument t h a t awgs manage themselves f o r management - they c o n t r o l them-
s e l v e s , thereby f r e e i n g management for other a c t i v i t i e s - does appear to 
hold good. Although management i s s t i l l r e q u i r e d to maintain 
the boundary c o n d i t i o n s n e c e s s a r y for the group to f u n c t i o n , e.g. heat, 
l i g h t , s u p p l i e s , s p e c i a l i s t s of v a r i o u s kinds, n e v e r t h e l e s s the group does 
assume f u n c t i o n s p r e v i o u s l y the pre r o g a t i v e of management. Management can 
e x e r c i s e i t s c o n t r o l i n a non-obvious way, i . e . through the group and the 
pressure of the group on i t s members. Although the d i r e c t i o n o f t h i s p r essure 
may not be to management's immediate b e n e f i t , e.g. r e s t r i c t i o n of output to 
a 'reasonable' l e v e l , r a t h e r than say, towards maximising e a r n i n g s , manage-
ment gains i n other ways, e.g. p r e d i c t a b i l i t y . However, the group does 
gain g r e a t e r c o n t r o l , i f by no s t r e t c h of the imagination absolute or even 
meaningful c o n t r o l , of i t s own a c t i v i t i e s . I t does enjoy g r e a t e r freedom 
and g r e a t e r r e s p o n s i b i l i t y and may w e l l r e s u l t i n reduced d i s s a t i s f a c t i o n 
at work and even p o s i t i v e sentiments. I t may w e l l enable men to f e e l 
g r e a t e r pride i n t h e i r work, to i d e n t i f y with the whole task or the product 
they now c o n t r i b u t e more to making ( i n number of operations as w e l l as i n 
e f f o r t ) . The view that men a c t i v e l y p a r t i c i p a t e i n t h e i r own enslavement 
must be seen i n c o n j u n c t i o n with the view that work may be o b j e c t i v e l y 
'better': g r e a t e r s o l i d a r i t y , g r e a t e r r e s p o n s i b i l i t y and autonomy, g r e a t e r 
v a r i e t y and s k i l l i n one's work. However much the g r e a t e r c o n t r o l , e t c . i s 
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a mirage, the o r g a n i s a t i o n of work may be more bearable under awgs than under 
the d e b i l i t a t i n g c o n d i t i o n s and fragmented and r o u t i n i s e d work of i n d i v i -
dual production on assembly l i n e s . 
(d) EVALUATION 
The above are some of the elements of awg theory and t h e i r r a m i f i c a t i o n s . 
There are b e n e f i t s to workers and management, but i t appears there are many 
more on management's s i d e . The e r o s i o n of demarcation l i n e s , i n c r e a s e d 
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p r e d i c t a b i l i t y , a more f l e x i b l e workforce, l e s s e a s i l y d i s r u p t e d production, 
a method to d e a l e f f e c t i v e l y with absenteeism, the e l i m i n a t i o n of one l e v e l 
of management, a l e s s a n t a g o n i s t i c workforce, and many oth e r s . Despite the 
b e n e f i t s which the workforce might enjoy: g r e a t e r use of a b i l i t i e s , g r e a t e r 
e m p l o y a b i l i t y , g r e a t e r freedom i n work o r g a n i s a t i o n , e t c . there i s no 
fundamental change i n t h e i r working arrangements. That i s , they are s t i l l 
employees, they do not p a r t i c i p a t e i n any d e c i s i o n s other than the o r g a n i s -
a t i o n of work, they have not s u b s t a n t i a l l y a l t e r e d the amount of c o n t r o l 
at the d i s p o s a l of management, t h e i r 'autonomy' i s w i t h i n w e l l - d e f i n e d l i m i t s 
a c c eptable to management (Moore, 1977, p. 2 ) . N e v e r t h e l e s s , f o r the moment, 
48 
the new working arrangements may be experienced as an improvement. Whether 
they remain so i s another matter. H a b i t u a t i o n to changes occurs, the 
changes are taken f o r granted and e v e n t u a l l y come to be viewed as inadequate. 
S i m i l a r l y , changes may not meet the heightened e x p e c t a t i o n s of the work-
f o r c e , e s p e c i a l l y as regards younger workers (see E a n i e l s , 1969A). By 
implementing changes based on autonomy management may be i n s t i g a t i n g r a d i c a l 
changes only i n s o f a r as autonomy becomes a dimension of relevance to the 
workforce. Thus the idea i s p o t e n t i a l l y r a d i c a l . (See Emery & Thorsru d , 
1976, h e r e ) . 
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I t i s hard to d i s t i n g u i s h between elements which are more, or l e s s , 
r a d i c a l . Obviously the elements i n t e r l i n k (hence the r e p e t i t i v e n e s s of some 
of the as p e c t s of awgs looked a t above) and some are more important than 
o t h e r s . For i n s t a n c e , s e l f - s e l e c t i o n may not be that important as long as 
movement between groups i s allowed. A 'whole task' may be i r r e l e v a n t to 
today's workforce given a minimum l e v e l of t e c h n i c a l complexity i n production 
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methods. Fterhaps the m u l t i - s k i l l e d a s p e c t has been over-emphasised - as 
long as the e q u i v a l i e n c e of e f f o r t , e t c . i s recognised, e q u i v a l e n c e of con-
t r i b u t i o n may be i r r e l e v a n t . However, a t a minimum i t i s ne c e s s a r y f o r the 
foreman's r o l e to be changed i n some way and a l s o f o r the concept of autonomy 
to be introduced i n order to allow f o r a number of areas of decision-making 
to be given to the workforce. I t i s d i f f i c u l t to see how r e s p o n s i b l e 
autonomy could be achieved without some changes i n the foreman's r o l e . 
But whether changes are r a d i c a l or not w i l l depend very much on s p e c i f i c 
a p p l i c a t i o n s and on how the s p e c i f i c ideas are i n t e r p r e t e d and used, and, 
most importantly, what elements are n e g l e c t e d . 
I t i s p o s s i b l e to maintain that the ideas are new (or a t l e a s t were 
new when f i r s t p u b l i c i s e d ) and, i n that r e s p e c t a ' r a d i c a l ' departure from 
r e c e i v e d ideas i n i n d u s t r y and elsewhere. (Allowing of course f o r the f a c t 
that the degree of autonomy enjoyed i n some occupations, e.g. s t e e l w o r k i n g , 
was not common knowledge.) But AWGs were r a d i c a l i n s o f a r as they challenged 
the c o n v e n t i o n a l T a y l o r i s t i c assumptions w i t h regard to ob t a i n i n g higher 
p r o d u c t i v i t y - s p e c i a l i s a t i o n , s e p a r a t i o n of t h i n k i n g and doing, c l o s e 
c o n t r o l . To some e x t e n t , AWGs a l s o d i f f e r e d from the assumptions of the 
Human R e l a t i o n s approaches i n t h e i r emphasis on the o r g a n i s a t i o n of work as 
a f a c t o r of importance f o r morale, s a t i s f a c t i o n , e t c . N e v e r t h e l e s s , the 
d i f f e r e n c e i s not great here, there are many common elements to be detected 
i n AWGs and Human R e l a t i o n s approaches, e.g. the concern with the need for 
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workgroups. Thus the g i v i n g of r e s p o n s i b i l i t y and autonomy to the work-
f o r c e , markedly a l t e r i n g the foreman's r o l e e t c . can be seen as r a d i c a l 
i d e a s . But not r a d i c a l i n the sense of a b o l i s h i n g the fundamental 
r e l a t i o n s h i p s between the managed and those who manage. 
One important point to note i s that i t i s quite d i f f e r e n t when manage-
ment introduce awgs and g i v e s r e s p o n s i b l e autonomy, e t c . to i t s workforce 
as opposed to the s i t u a t i o n where g r e a t e r autonomy i s demanded by the work-
f o r c e . The d i f f e r e n t o r i g i n s of the impetus to g r e a t e r autonomy w i l l i n 
large degree a f f e c t the r e p e r c u s s i o n s of the i n t r o d u c t i o n of awgs. One 
which o r i g i n a t e s from management and which w i l l be 'good for the workforce' 
(and, by i m p l i c a t i o n , for management) i s l i k e l y to be l i m i t e d i n scope and 
present no challenge to the e x i s t i n g order of t h i n g s . Autonomy which i s 
demanded and achieved a f t e r a long s t r u g g l e has a much g r e a t e r chance of 
r a d i c a l l y a f f e c t i n g the o r g a n i s a t i o n . Not only because of the commitment 
of the workforce to the changes but a l s o because the changes were seen as 
necessary by the workforce, i . e . there was awareness and r e c o g n i t i o n of the 
l a c k of autonomy i n work. In other words, the workforce was conscious of 
i t s d e p r i v a t i o n . 
I t would be i n t e r e s t i n g to know i f the managements who d i d pick up the 
awg theory and use i t , themselves saw the ideas as r a d i c a l i n any sense of 
the word. Thi s might i n d i c a t e the extent to which the ideas are novel or 
whether they are merely v a r i a t i o n s on o l d themes. S i m i l a r l y , the motives 
expressed by management for implementations of awgs may give a good idea of 
the gains to be reaped from awgs r a t h e r than h y p o t h e s i z i n g on the p o s s i b l e 
b e n e f i t s . 
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Are awgs merely another kind of p r o d u c t i v i t y d e a l i n which management 
i s merely seeking an i n t e n s i f i c a t i o n of e f f o r t ? 5 0 I t i s hard to say. To 
a large e x t e n t i t w i l l depend on each implementation and the terms on which 
the workforce agree to the changes. C e r t a i n l y , i n some c a s e s , the work-
fo r c e does seem to work harder (e.g. Rice i n the Indian t e x t i l e m i l l s , 
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(1958)) but i n others t h i s i s not so obvious. Much a l s o depends on the 
type of workforce: sex, age, r e g i o n , o r i g i n , and t h e i r r e a c t i o n to the 
proposed changes as w e l l as t h e i r b a r g a i n i n g s t r e n g t h i n r e s i s t i n g attempts 
to i n c r e a s e i n t e n s i t y of work e f f o r t . 
( e ) PROBLEMS IN TRACING AN IDEA 
Returning to the o r i g i n a l concern of studying the d i f f u s i o n of s o c i a l 
s c i e n c e a number of problems are apparent. I t may not be too d i f f i c u l t to 
d i s c o v e r which as p e c t s of the theory have been picked up and what d i s c a r d e d 
and to a n a l y s e the i m p l i c a t i o n s of t h i s s e l e c t i v i t y . However, the p o s s i b i l i t y 
remains that i t i s the g e n e r a l notion which becomes p o p u l a r i s e d and d i f f u s e d 
r a t h e r than the nuts and b o l t s . Thus, i t may be hard to d i s c o v e r whether 
the l e s s r a d i c a l ideas are being s e l e c t e d / i g n o r e d or i f there i s unawareness 
of the v a r i e t y and number of elements. N e v e r t h e l e s s I think t h i s c r i t i c i s m 
can be countered: f o r popular ideas w h i l s t being l e s s e x p l i c i t and d e t a i l e d 
than 'informed' ideas do c o n t a i n a core of concepts: some always used, some 
seldom, some negl e c t e d , some o v e r s t r e s s e d , But any g e n e r a l notion must 
to some degree r e f l e c t the s p e c i f i c i d e a . And even to the extent that 
d i s t o r t i o n does occur, i n i t s e l f t h i s i s i n t e r e s t i n g and worth i n v e s t i g a t i n g . 
I t w i l l be necessary however to c h a r t c a r e f u l l y the growth and development 
of the d i f f u s i o n of ideas i n order to f i n d out which elements have become 
more, or l e s s , prominent over time so that some idea can be obtained as to 




To the extent that ideas have been picked over and s e l e c t i v e l y 
r e ported then i t i s the producers of that r e p o r t who present management 
wit h a p o s s i b l y manipulative t o o l . And i t i s t h e i r i n t e r p r e t a t i o n of 
r e s p o n s i b l e autonomy, m u l t i - s k i l l e d , e t c . which becomes the b l u e p r i n t f o r 
a p p l i c a t i o n s made by management. Thus, to a s s e r t 'management manipulation' 
when an idea i s used as i t i s presented to management i s to ignore the r o l e 
of those informing management. I t should a l s o be borne i n mind that the 
idea as o r i g i n a l l y presented i s by no means n e c e s s a r i l y manipulative i n aim 
although i t has the p o t e n t i a l to be so. That t h e o r i e s r e l a t i n g to the work-
fo r c e can always be used to manipulate i s obvious. Presumed knowledge of 
any population can always be used f o r or a g a i n s t that population. 
( f ) FURTHER LINES OF ENQUIRY 
I n s o f a r as managers are presented with the t o o l s to manipulate, i t i s 
perhaps l e s s i n t e r e s t i n g to study whether or not management uses those t o o l s 
than to i n v e s t i g a t e those who present the t o o l s . Who are they, what i s 
t h e i r i n s t i t u t i o n a l background, t h e i r aims, t h e i r connections. Are these 
the people who are the 'servants of power' p r e s e n t i n g ideas which they 
t h i n k w i l l be acceptable to those i n power, a c t i n g as 'gatekeepers' to the 
f i n d i n g s of s o c i a l s c i e n c e r e s e a r c h : r e p o r t i n g on, and p o i n t i n g out the 
p o s s i b i l i t i e s ' o f v a r i o u s p i e c e s of r e s e a r c h ? 
T h i s i s an aspect which w i l l be looked at l a t e r . For the moment, i t 
w i l l be i n t e r e s t i n g to examine the impact of the idea of awgs, e s p e c i a l l y 
as regards p u b l i c a t i o n s and to see how the idea has been presented. 
CHAPTER THREE 
P u b l i c a t i o n s R e l a t i n g to Autonomous Work Groups 
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CHAPTER THREE 
PUBLICATIONS RELATING TO AUTONOMOUS WORK GROUPS 
Published m a t e r i a l i s a good i n d i c a t o r of a t o p i c ' s p o p u l a r i t y . 
By looking at the range of p u b l i c a t i o n s which have given a t t e n t i o n to 
AWGs, some of the dynamics of the d i f f u s i o n process should be r e v e a l e d . 
Where, when and how i s such an idea presented? Are some p u b l i c a t i o n s 
more i n f l u e n t i a l than o t h e r s ? Who takes up new ideas i n i t i a l l y ? What 
happens to the idea i t s e l f i n the process of d i f f u s i o n ? These are some 
of the questions which w i l l be addressed i n t h i s s e c t i o n . 
Although r a d i o and t e l e v i s i o n as w e l l as p u b l i c a t i o n s are important 
i n the t r a n s m i s s i o n of ide a s to a ge n e r a l audience, i t proved impossible 
to d i s c o v e r which broadcasts had mentioned AWGs, or to d i s c o v e r the ex t e n t 
of coverage given. Thus, a t t e n t i o n had to be focussed on p u b l i c a t i o n s . 
T h i s r e s t r i c t i o n may not be as c r u c i a l as might a t f i r s t appear - t e l e v i s i o n 
and r a d i o p i c k up and use information from the p r e s s , books, magazines and 
v i c e v e r s a . The content of one i s l i k e l y to r e f l e c t the content of the 
ot h e r s . 
T h i s s e c t i o n on p u b l i c a t i o n s on the t o p i c of AWGs w i l l be d i v i d e d i n t o 
three p a r t s : One, the timing, authors and p u b l i c a t i o n type w i l l be d e t a i l e d 
i n order to give a p i c t u r e of the numbers and type of p u b l i c a t i o n s which 
have in c l u d e d r e f e r e n c e to AWGs - i n other words, to show the coverage 
given to the id e a . Two, the content of a sample of p u b l i c a t i o n s w i l l be 
examined and the r e s u l t s of t h i s w i l l show what a s p e c t s of AWGs have been 
picked up i n p u b l i c a t i o n s and the type of r e p o r t i n g which the idea has r e c e i v e d 
Three, these a s p e c t s w i l l be compared with the notions which personnel managers 
and o t h e r s , i n the brewing i n d u s t r y had about AWGs. 
- 100 -
Other work has focussed on changes i n the o r g a n i s a t i o n of work, some 
of which i s concerned with AWGs and group working. Three a r t i c l e s have been 
p a r t i c u l a r l y u s e f u l i n h e l p i n g decide s p e c i f i c a s p e c t s of work o r g a n i s a t i o n 
p u b l i c a t i o n s oh which to focus. T h e i r f i n d i n g s w i l l , t h e r e f o r e , be r e f e r r e d 
to throughout t h i s s e c t i o n and w i l l be compared with those made at a l a t e r 
stage here. Although t h e i r aims were not the same there i s some o v e r l a p -
p a r t i c u l a r l y w i t h Wilkinson's r e s e a r c h which was concerned to d i s c o v e r 
and examine work experiments c u r r e n t l y being conducted i n Europe. Although 
h i s comments are g e n e r a l r a t h e r than s p e c i f i c , they are n e v e r t h e l e s s 
i n t e r e s t i n g and echo many of those made here. The three a r t i c l e s a r e : 
Wilkinson (1970), Cummings e t a l . (1977), Wallenburg e t a l ( 1979). 
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PART ONE 
THE COVERAGE GIVEN AWGS 
(a) Methodology 
In January 1979, l e t t e r s were sent to f i v e major b u s i n e s s s c h o o l s / 
s t a f f c o l l e g e s r e g a r d i n g which j o u r n a l s were most popular and a s k i n g f o r 
a l i s t of the management, b u s i n e s s and s o c i a l s c i e n c e j o u r n a l s and 
magazines taken. Various l i s t s were r e c e i v e d with advice and a recommen-
d a t i o n to look a t SCIMP - a l i s t of the most popular b u s i n e s s magazines 
taken by European Business Schools. The most f r e q u e n t l y mentioned j o u r n a l s 
and magazines were a b s t r a c t e d and v a r i o u s indexes were then checked to see 
i f they covered those j o u r n a l s . As a r e s u l t , the f i r s t l i t e r a t u r e s e a r c h 
covered a number of indexes: 
B r i t i s h Humanities Index 1966 - December 1978 
P u b l i c A f f a i r s Information S e r v i c e 1966 - 1977 
Business P e r i o d i c a l s Index 1966/7 - January 1979 
Anbar Index: Personnel s e c t i o n 1965/6 - 1978/9 
T r a i n i n g s e c t i o n 1965/6 - 1978/9 
L i b r a r y & Information Science A b s t r a c t s 1969 - October 1978 
Research Index 1970 - 12.4.79 
S o c i a l S c i e n c e s C i t a t i o n Index 1974, 1976, 1977 
I n t e r n a t i o n a l B i b l i o g r a p h y of the 
S o c i a l S cience - Sociology 1975, 1976 
In order to ensure t h a t the l i t e r a t u r e s e a r c h r e f l e c t e d what happened i n 
p r a c t i c e , the l i b r a r i e s of the CBI, BIM, IPM and WRU* ( f o r a l i s t of abbrev-
i a t i o n s see Appendix A) were v i s i t e d and t h e i r p u b l i c a t i o n s r e l a t e d to AWGs noted. 
While the major n a t i o n a l newspapers were a l s o w r i t t e n to a s k i n g what 
coverage had been given to the t o p i c - t h i s turned out to be f r u i t l e s s : 
two newspapers r e f u s e d any a s s i s t a n c e o u t r i g h t and i n c o n v e r s a t i o n w i t h 
j o u r n a l i s t s on other newspapers i t became e v i d e n t t h a t r e p o r t e r s would 
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only r e a l l y be aware of t h e i r own a r t i c l e s on the t o p i c . T h i s was a l s o the 
case r e g a r d i n g T.V. and r a d i o programmes. There appeared to be no way 
i n which I could obtain the information a t f i r s t hand on t h e i r coverage 
of AWGs. References were c o l l e c t e d from my own re a d i n g i n the f i e l d , from 
i n d i v i d u a l s , i n s t i t u t i o n s and a s s o c i a t i o n s which had been contacted - some 
at the suggestion of l i b r a r i a n s i n v a r i o u s o r g a n i s a t i o n s ; from others i n 
the department, bookshops, u n i v e r s i t y l i b r a r i e s and the Department of 
Employment r e s e a r c h l i s t . F i n a l l y , a Bi b l i o g r a p h y on Work O r g a n i s a t i o n 
1970-1977 prepared f o r the SSRC by Terence Brake (1978) was c o n s u l t e d . 
Various p u b l i c a t i o n s were excluded: t h e s e s , f o r e i g n language a r t i c l e s 
( u n l e s s a t r a n s l a t i o n was e a s i l y a v a i l a b l e , e.g. from the Work Research 
U n i t ) ; and most European and American p u b l i c a t i o n s were omitted u n l e s s they 
were s p e c i f i c a l l y mentioned by one of the four o r g a n i s a t i o n s l i b r a r i e s or 
other B r i t i s h o r g a n i s a t i o n s - i n other words, u n l e s s they were r e a d i l y 
a v a i l a b l e to a B r i t i s h audience. Some exc e p t i o n s were however, made. 
P u b l i c a t i o n s such as the Harvard Business Review, Monthly Labor Review, 
Business Week and OECD p u b l i c a t i o n s were in c l u d e d on the b a s i s t h a t these 
were often a v a i l a b l e i n l i b r a r i e s . A l s o books ( i n E n g l i s h ) which o r i g i n a t e d 
outside the UK and could be found i n the l i b r a r i e s of the BIM, CBI, IPM 
and WRU. To an e x t e n t , the choice was a r b i t r a r y , but a l i n e had to be 
drawn somewhere - most of the US and European p u b l i c a t i o n s are not e a s i l y 
found i n t h i s country and i t i s u n l i k e l y that much foreign language r e a d i n g 
i s done by managers. 
912 r e f e r e n c e s were c o l l e c t e d . One f a c t o r should be pointed out, 
however, i n books of c o l l e c t e d r eading, r e f e r e n c e has been made to each 
a r t i c l e , thus i n c r e a s i n g the number of r e f e r e n c e s ; the reasoning being t h a t 
a r t i c l e s have often been published s e p a r a t e l y to begin with, and secondly, 
the photocopies of s p e c i f i c a r t i c l e s are oft e n used by te a c h e r s and sent out 
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by o r g a n i s a t i o n s , as w e l l as being requested by i n d i v i d u a l s r a t h e r than 
sending heavy and expensive books. Two books which r e a d i l y s p r i n g to 
mind here are the Davis and Cherns' (1975) volumes on "The Q u a l i t y of 
Working L i f e " ; and Davis and T a y l o r ' s "The Design of Jobs" (1972). Not 
many books came i n t o t h i s category, and care was taken to ensure that no 
d u p l i c a t i o n s of these a r t i c l e s occurred. Where there was a s e r i e s of 
a r t i c l e s , as say L.K T a y l o r ' s i n I n d u s t r i a l and Commercial T r a i n i n g , each 
a r t c i l e was counted s e p a r a t e l y as each appeared i n d i f f e r e n t i s s u e s and 
had an equal chance of being read. 
There was some d i f f i c u l t y i n s e l e c t i n g r e f e r e n c e s by t i t l e - some were 
obvious, o t h e r s l e s s so. There were problems w i t h words such as p a r t i c i p a -
t i o n , j o b design, group technology - a l l of which could and sometimes d i d 
conta i n r e f e r e n c e to AWGs. Others seemed, by t i t l e , i r r e l e v a n t y e t on readi; 
the a b s t r a c t found to touch on the t o p i c . Some d e a l t c e n t r a l l y , some margi-
n a l l y w i t h AWGs. No c l a i m i s made that a l l these r e f e r e n c e s are r e l e v a n t , 
t h a t a proportion are not i s demonstrated by the sample which was a n a l y s e d . 
But the numbers are probably a f a i r r e p r e s e n t a t i o n of the t o t a l . Since 
f i n i s h i n g c o l l e c t i n g r e f e r e n c e s i n A p r i l 1979, a number of other r e f e r e n c e s 
have come to my a t t e n t i o n but these have not been i n c l u d e d because i t would 
1) mean that the anal y s e d sample was not r e p r e s e n t a t i v e , and 2) tha t they 
di d not o r i g i n a t e from my s e a r c h e s . 
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The P u b l i c a t i o n s - D i s t r i b u t i o n by year 
Year of 
p u b l i c a t i o n 
Number of 
a r t i c l e s 
P roportion of 
the whole (%) 
1979 8 1% 
1978 78 9% 
1977 140 15% 
1976 100 11% 
1975 120 13% 
1974 108 12% 
1973 119 13% 
1972 61 7% 
1971 49 5% 
1970 48 5% 
1969 30 3% 
1968 10 1% 
1967 5 ) 
1966 2 ) 
1965 3 ) 
1964 3 ) 
1963 1 ) 
1962 2 ) 
1961 - ) 3% 
1960 1 ) 
1959 - ) 
1958 1 ) 
1957 1 ) 
1956 - ) 
1955 2 ) 
1954 - ) 
1953 2 ) 
Unknown 18 2% 
F i v e year p e r i o d 
had 64% of a l l 
the p u b l i c a t i o n s 
912 99% 
As can be seen the peak period was 1973-1977 - t h i s f i v e year period 
accounting f o r 64% of a l l the p u b l i c a t i o n s , while the period 1953-1967 
accounted f o r 3% of the t o t a l . By 1978 i n t e r e s t i n the t o p i c seems to 
have waned s l i g h t l y . I t i s impossible to say anything about 1979 as only 
two i n d i c e s were covered f o r the f i r s t q u a r t e r of t h i s y e a r . 
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Looking at each type of p u b l i c a t i o n s e p a r a t e l y , gives a c l e a r e r 
p i c t u r e of the importance accorded to a p a r t i c u l a r t o p i c . Newspapers 
accounted for 9% of the 912 r e f e r e n c e s : 
C i r c u l a t i o n 
The Times 31 293,989 
The F i n a n c i a l Times 23 180,793 
Sunday Times 10 1,409,296 
The Guardian 7 273,201 
The Observer 6 688,458 
D a i l y Telegraph 5 1,344,968 
Sunday Telegraph 2 844,589 
Scotsman 1 96,325 * 
85 ( 9 % of a l l r e f s . ) 
( C i r c u l a t i o n : Audit Bureau, B r i t i s h Rate & Data - f i g u r e s f o r 
Jan/June 1978). 
Quoted Labour Research, Jan. 1979, p.3 (*Benn's D i r e c t o r y , June 1980) 
R e l a t i v e l y , both the Sunday Times and the Observer have devoted qui t e a l o t 
of space to the t o p i c , given, t h a t they are published once a week, but both 
the Times and the F i n a n c i a l Times seem to play a s u b s t a n t i a l r o l e i n 
r e p o r t i n g i d e a s such as AWGs. 
Books were published by a v a r i e t y of o r g a n i s a t i o n s : employers o r g a n i -
s a t i o n s such as thB Swedish o r g a n i s a t i o n - SAF; p r o f e s s i o n a l o r g a n i s a t i o n s -
such as the IPM; commercial p u b l i s h i n g companies; i n d u s t r i a l o r g a n i s a t i o n s -
such as P h i l i p s ; and e d u c a t i o n a l e s t a b l i s h m e n t s - such as the A d m i n i s t r a t i v e 
S t a f f C o l l e g e . Altogether 155 p u b l i c a t i o n s were c l a s s i f i e d as books - t h i s 
f i g u r e i n c l u d e s what might be c a l l e d booklets - accounting for 17% of the 
t o t a l . 
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SAF - Swedish Employers Confederation 10 
I n s t i t u t e of Personnel Management 8 
A d m i n i s t r a t i v e S t a f f College 7 
P h i l i p s 6 
T a v i s t o c k I n s t i t u t e of Human R e l a t i o n s 5 
Wiley 5 
Martinus N i j h o f f 5 
Business Books 4 
Macmillan 4 
B r i t i s h I n s t i t u t e of Management 4 
McGraw H i l l 4 
O.E.C.D. 4 
(The Work Research Unit p u b l i c a t i o n s are not i n c l u d e d here as they have 
been t r e a t e d as being more l i k e j o u r n a l s , w i t h r e g u l a r r e p o r t s being i s s u e d ) . 
The above p u b l i s h e r s account f o r j u s t under h a l f of a l l the books. 
C i r c u l a t i o n f i g u r e s are n o t o r i o u s l y d i f f i c u l t to o b t a i n from p u b l i s h e r s , 
so the impact of books must be guessed a t . As an academic c o n s u l t a n t 
pointed out, however, a r t i c l e s have a r e l a t i v e l y s h o r t l i f e i n comparison 
wi t h books which have a l i f e of somewhere between f i v e and ten y e a r s so 
that t h e i r impact needs to be considered i n the longer term. While c i r c u -
l a t i o n f i g u r e s are u n l i k e l y to be more than a few hundred c o p i e s , books 
obtained by l i b r a r i e s may be read by dozens of people. What i s i n t e r e s t i n g 
here i s the number of p u b l i c a t i o n s which have o r i g i n a t e d from abroad: SAF, 
P h i l i p s , N i j h o f f ; suggesting that the t o p i c i s of g r e a t e r i n t e r e s t abroad 
t h a t i n the UK. The prominence of the IPM and A d m i n i s t r a t i v e S t a f f College 
as p u b l i s h e r s i s worth noting - the r o l e of both o r g a n i s a t i o n s does appear 
to be l a r g e (see magazine p u b l i c a t i o n s and authors r e s p e c t i v e l y ) . 
Magazine and j o u r n a l a r t i c l e s account f o r the great m a j o r i t y of the 
p u b l i c a t i o n s - 74%. T h i s f i g u r e a l s o i n c l u d e s the WRU reports, and mimeos 
from v a r i o u s sources (although the l a t t e r c l a s s i f i c a t i o n i s dubious i t 
seemed i n a p p r o p r i a t e to c l a s s i f y them w i t h books). The impact of magazines 
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and j o u r n a l s i s a l s o v a r i a b l e . Not only through c i r c u l a t i o n f i g u r e s and 
the number of i s s u e s per year which range from 12 to 3 but a l s o , j o u r n a l s 
i n p a r t i c u l a r , may end up i n l i b r a r i e s where they are a v a i l a b l e to a wider 
audience. A l s o magazines and j o u r n a l s may be c i r c u l a t e d w i t h i n o r g a n i s a t i o n s . 
Type of p u b l i c a t i o n s : 
Newspapers 9% 85 r e f e r e n c e s 





r e f e r e n c e s 
The most p r o l i f i c producers of a r t i c l e s on work groups i n magazines and 
j o u r n a l s are as f o l l o w s : 
O r g a n i s a t i o n Number 
P u b l i c a t i o n a s s o c i a t e d of C i r c u l a t i o n Frequency 
with ( i f any) a r t i c l e s 
Management Today B.I.M. 49 72000* Monthly 
Personnel Management I.P.M. 38 26000 Monthly 
Human R e l a t i o n s T a v i s t o c k 36 2276 Monthly 
I n t e r n a t i o n a l Management Commercial 30 12734 Monthly 
Work Research Unit Government 26 2000 I r r e g u l a r 
Personnel Review I.P.M. 20 1750 3 p.a. 
I n d u s t r i a l & Commercial 
T r a i n i n g Commercial 17 4000 Monthly 
Harvard Business Review Harvard (US) 17 (UK c i r c . unknown) Bi-monthly 
I n d u s t r i a l P a r t i c i p a t i o n I.P.A. 16 2000 Monthly 
Economist Commercial 14 135039 Weekly 
Monthly Labor Review Commercial 14 Not a v a i l . Monthly 
New S o c i e t y Commercial 12 31000 Weekly 
( ^ C i r c u l a t i o n f i g u r e s from U l r i c h ' s I n t e r n a t i o n a l P e r i o d i c a l s D i r e c t o r y 
1979-80). 
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I t i s v i r t u a l l y i m possible to e s t i m a t e the impact of an a r t i c l e . 
Obviously the p o t e n t i a l audience of say, the Times, i s much g r e a t e r than 
t h a t of Personnel Management. Yet p r o p o r t i o n a t e l y , 31 a r t i c l e s i n the Times 
w i t h i t s s i x i s s u e s per week i s very s m a l l compared to Personnel Management's 
38 a r t i c l e s i n a monthly magazine. The Times reaches a g e n e r a l audience 
and Personnel Management a s p e c i a l i s t audience who might be more i n t e r e s t e d 
or blase' about such t o p i c s . The s h e l f l i f e of a newspaper i s s h o r t whereas 
magazines can be consulted f o r a c o n s i d e r a b l e time, even y e a r s . P u b l i c a t i o n s 
which are f r e e , such as those from the WRU and I n t e r n a t i o n a l Management may 
be l e s s attended to than those f o r which s u b s c r i p t i o n s are p a i d . 
Although the g r e a t e s t number of a r t i c l e s appeared i n the BIM's 
Management Today ( 4 9 ) , the IPM's j o u r n a l s taken together: Personnel 
Management and Personnel Review 38 and 20 r e s p e c t i v e l y outweigh the c o n t r i -
bution of the BIM and as noted e a r l i e r the r o l e of the IPM i n conveying 
ideas such as AWGs seems important. Human R e l a t i o n s w i t h i t s t r a d i t i o n a l 
l i n k w i t h the T a v i s t o c k has pub l i s h e d many a r t i c l e s i n the a r e a (36) but 
i t s c i r c u l a t i o n of 2276 does not compare very favourable w i t h those of 
Management Today (72000) and Personnel Management (26000) - although i t i s 
l a r g e r than Personnel Review (1750) and the impact of Human R e l a t i o n s i s on 
53 
the face of i t u n l i k e l y to be g r e a t . The len g t h and depth of a r t i c l e s 
a l s o d i f f e r s - some may be merely r e v i e w n o t i c e s while others give a 
d e t a i l e d a n a l y s i s of the t o p i c - a g a i n impact w i l l vary. 
( c ) Authors 
Authors are not always named but as f a r as can be a s c e r t a i n e d , the 
most p r o l i f i c seem to be; 
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Authors Number of O r g a n i s a t i o n and/or occupation 
P u b l i c a t i o n s 
Ray Wild 24 A d m i n i s t r a t i v e S t a f f College - P r o f e s s o r 
David B i r c h a l l 18 A d m i n i s t r a t i v e S t a f f College 
L o u i s E. Davis 16 U.S. Academic - P r o f e s s o r 
Lynda King T a y l o r 10 Independent Consultant; Author 
David C l u t t e r b u c k 10 S t a f f Writer - I n t e r n a t i o n a l Management 
David Oates 8 S t a f f W r i t e r - I n t e r n a t i o a n l Management 
James C. T a y l o r 9 U.S. Academic 
Geoffrey C. White 7 Work Research Unit 
Margaret B u t t e r i s s 7 In-house Consultant - S h e l l 
A l b e r t B. Cherns 7 U.K. Academic - P r o f e s s o r 
There i s double counting here f o r i n s t a n c e where a r t i c l e s were w r i t t e n by 
two or more people, e.g. Wild &. B i r c h a l l ; Davis and Cherns, e t c . but the 
numbers perhaps do r e f l e c t the a c t i v i t i e s of i n d i v i d u a l s i f not the amount 
of t h e i r cooperation. As noted e a r l i e r a r t i c l e s i n books have been oounted 
s e p a r a t e l y . . The predominance of authors from the A d m i n i s t r a t i v e S t a f f 
College when taken w i t h the p u b l i s h i n g a c t i v i t i e s of the College suggests t h a t 
t h i s o r g a n i s a t i o n f o r whatever reason (whether i n order to o b t a i n a c c e s s to 
o r g a n i s a t i o n s f o r r e s e a r c h ; to s t i m u l a t e demand f o r courses; to f o s t e r p u b l i c 
awareness of i t s a c t i v i t i e s ; to be seen as an academic and p u b l i s h i n g body) 
has an important r o l e to play i n conveying i d e a s . 
. (d) Development of the i d e a 
Despite a c l o s e a s s o c i a t i o n having been made between the T a v i s t o c k 
I n s t i t u t e of Human R e l a t i o n s and the idea of AWGs, members of the I n s t i t u t e 
have not been the most p r o l i f i c authors on the s u b j e c t , e.g. T r i s t - 6 
p u b l i c a t i o n s ; F. H e l l e r - 5; Herbst - 5; Emery - 3; K l e i n - 4; Rice - 4. 
Taken together, however, t h e i r c o n t r i b u t i o n has been s u b s t a n t i a l . I n t e r e s t 
i n the t o p i c of work groups was not confined to the T a v i s t o c k . In 1953, 
Bond-Williams wrote an a r t i c l e on 'Informal Workers Groups' and i n 1958 
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Melman wrote a book 'Decision-Making & P r o d u c t i v i t y ' which d i s c u s s e d 
groups of workers, or r a t h e r , a whole f a c t o r y working as a group. I t 
i s worth n o t i n g that Melman r e f e r r e d to "autonomous s m a l l work groups" 
(1958, p.194) here, and i t i s p o s s i b l y t h i s phrase which was picked up 
and used by Herbst i n 1962 i n h i s book "Autonomous Group F u n c t i o n i n g . " 
In 1960, T.T. Paterson wrote "Glasgow L i m i t e d " - a book a l s o concerned 
w i t h work groups. Thus i t can be seen t h a t there were a number of people 
working i n s i m i l a r areas i n the 50s and perhaps r e i n f o r c i n g one another's 
a c t i v i t i e s ( i f not d i r e c t l y ) so t h a t the t o p i c remained one of i n t e r e s t . 
At the same time i n t e r e s t i n a number of other ideas r e l a t i n g to the 
o r g a n i s a t i o n of work was i n c r e a s i n g : job r o t a t i o n , enlargement, enrichment, 
and design. Although these ideas were not d i s s i m i l a r i n many a s p e c t s to 
AWGs, e.g. there i s some job r o t a t i o n i n AWGs, a fundamental d i f f e r e n c e i s 
that AWGs alone focussed on the n o t i o n of the work group r a t h e r than 
i n d i v i d u a l s per se . N e v e r t h e l e s s , i n f o c u s s i n g on the content of jobs, 
the presence of these ideas may have been a c r u c i a l f a c t o r c o n t r i b u t i n g to 
the p o p u l a r i t y of the AWGs id e a . The p r e s e n t a t i o n of these i d e a s may have 
helped s e t the scene f o r the emergence of AWGs a t a popular l e v e l , so that 
AWGs were i n some way seen as a development, as w e l l as a departure from, 
these e a r l i e r t h e o r i e s . 
While a few a r t i c l e s had appeared over the y e a r s a f t e r T r i s t and 
Bamforth's a r t i c l e i n 1951, a new surge of i n t e r e s t occurred a f t e r P h i l i p s 
produced a pamphlet i n 1968 on work s t r u c t u r i n g experiments they had been 
conducting. 
While newspapers appeared to l e a d the f i e l d i n f i r s t p r e s e n t i n g the 
new i d e a s , v a r i o u s magazines r e a c h i n g a managerial audience were not f a r 
behind. For example: 
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Management Today (BIM) 
I n d u s t r i a l S o c i e t y ( I S ) 




Academic j o u r n a l s on the other hand were slower to cover the t o p i c -
pehaps due to the gr e a t e r w a i t i n g time f o r a r t i c l e s to be pu b l i s h e d . 
A barrage of European p u b l i c a t i o n s ( i n E n g l i s h ) presaged the r e a l 
mushrooming of a t t e n t i o n paid to AWGs - which spread even to governmental 
l e v e l . I n the United Kingdom, the Work Research U n i t , - s e t up p a r t i a l l y 
as a r e s u l t of i n t e r e s t s t i m u l a t e d by N.A.B. Wilson's 1973 booklet 'On 
the Q u a l i t y of Working L i f e ' p u b l i s h e d many a r t i c l e s from the mid-70s onwards. 
While T a v i s t o c k P u b l i c a t i o n s (not c o n t r o l l e d by, but sympathetic to, 
the work of the T a v i s t o c k I n s t i t u t e ) had published a number of books on 
AWGs, other p u b l i s h e r s were slower to fo l l o w . Due as much to t e c h n i c a l 
reasons as c o n s e r v a t i v e h a b i t s , p u b l i s h e r s continued, and l a t e i n t e r e s t i n 
such t o p i c s ensures the t o p i c ' s s u r v i v a l even a f t e r magazines and newspapers 
no longer see i t as 'news'. 
By 1977, the t o p i c of work gjcups or* what i n c r e a s i n g l y became c a l l e d 
'improving the q u a l i t y of working l i f e ' , was a t i t s peak. P u b l i c a t i o n s as 
d i v e r s e as Church Information, H i - f i - and Ind u s t r y , Q u a r t e r l y J o u r n a l of 
B u i l d i n g S o c i e t i e s had produced a r t i c l e s by t h i s time. Indeed, few U.K. 
magazines, j o u r n a l s or p u b l i s h e r s had not covered the s u b j e c t . 1978 brought 
a downturn i n p o p u l a r i t y , being nearer the 1972 l e v e l but o r g a n i s a t i o n s 
such as the I n s t i t u t e of the Motor In d u s t r y and the J o u r n a l of the UK Boot 
& Shoe i n d u s t r y were p u b l i s h i n g work on AWGs f o r the f i r s t time. Today 
not many a r t i c l e s are being published on AWGs. Concern i s w i t h more immediate 
i s s u e s of pay and p r o d u c t i v i t y and i t can be argued - as d i d some j o u r n a l i s t s 
and authors i n the f i e l d - th a t the economic r e c e s s i o n hastened the d e c l i n e 
i n p o p u l a r i t y i n AWGs. In l i n e w i t h Ramsay's (1976) not i o n of ' c y c l e s of 
- 112 -
c o n t r o l ' i t seems that the mid 70s, y e a r s of r e l a t i v e p r o s p e r i t y and a 
f a i r l y high and constant l e v e l of employment f o s t e r e d i n t e r e s t i n AWGs. 
Management, i n order to ob t a i n g r e a t e r output were c o n s t r a i n e d to f i n d 
a way to motivate t h e i r employees, which i n the absence of severe economic 
p r e s s u r e s on the workforce, had to focus on a s p e c t s of work other than pay. 
I t i s not s u r p r i s i n g t h e r e f o r e t h a t i t was from the e a r l y and mid 70s t h a t 
the i n t e r e s t i n the q u a l i t y of working l i f e emerged. 
Other f a c t o r s a l s o account f o r the p o p u l a r i t y of AWGs. Not only was 
a great d e a l of a t t e n t i o n given to the idea by the IPM and BIM's magazine, 
the number of p u b l i c a t i o n s from Europe must have played a p a r t . The more 
outward looking p e r s p e c t i v e of the B r i t i s h media and audience i n the l a t e 
60s and e a r l y 70s helped by the growing debate on EEC membership had i t s 
e f f e c t . S i m i l a r l y , that the p u b l i c a t i o n s from Europe gave p r a c t i c a l and 
a c c e s s i b l e information as opposed to the t h e o r e t i c a l and somewhat t u r g i d 
p r e s e n t a t i o n s of some T a v i s t o c k w r i t e r s may a l s o have helped s t i m u l a t e 
a t t e n t i o n . 
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PART TWO 
A SAMPLE OF THE PUBLICATIONS ANALYSED 
( a ) The Sample 
A sample of the 912 c o l l e c t e d r e f e r e n c e s was taken i n order to ob t a i n 
some a p p r e c i a t i o n of the content and p r e s e n t a t i o n of such p u b l i c a t i o n s . 
The r e f e r e n c e s were arranged a l p h a b e t i c a l l y and each 20th r e f e r e n c e was 
s e l e c t e d , the p u b l i c a t i o n was then obtained and the content a n a l y s e d . Of 
the f o r t y - s i x s e l e c t e d p u b l i c a t i o n s , s i x were found to be i r r e l e v a n t , so 
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that 40 p u b l i c a t i o n s were s c r u t i n i s e d . (See Appendix 2 ) . Of the f o r t y 
p u b l i c a t i o n s , 23 o r i g i n a t e d i n the UK, 9 from the US and 6 from Europe. 
T h i s breakdown i s very much a r e f l e c t i o n of the s e a r c h t h a t was c a r r i e d 
out and the s t i p u l a t i o n s which were made. 
The 40 p u b l i c a t i o n s were made up as f o l l o w s : 
The Sample A l l r e f e r e n c e s 
P e r i o d i c a l s 27 68% 74% 
Books and e x c e r p t s of books 6 15% ) 
Pamphlets 1 2% j 17% 
Papers (to c o n f e r e n c e s ) 2 5% ) 
Newspapers 4 10% 9% 
100% 100% 
Thus, i n the sample, p e r i o d i c a l s are underrepresented whereas books and 
conferences papers are s l i g h t l y overrepresented. 
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Comparing the y e a r s of p u b l i c a t i o n s between the sample and a l l the 
r e f e r e n c e s , there i s again a s l i g h t d i s c r e p a n c y w i t h 1974 and 1976 being 
over- and 1973 and 1975 being under-represented. Thus i n percentage terms 
a comparison of a l l r e f e r e n c e s w i t h the sample looks l i k e t h i s : 
1965 1969 1970 1971 1972 1973 1974 1975 1976 1977 1978 
A l l r e f s . 0.3 3 5 5 7 13 12 13 11 15 9 
Sample 2 2 4 6 6 9 21 8 17 13 8 
Magazines A l l r e f s . Sample A l l r e f s . Sample 
Management Today 48 4 6% 8% 
Personnel Management 38 2 5% 4% 
Human R e l a t i o n s 36 2 5% 4% 
Personnel Review 20 1 3% 2% 
The Times 31 2 5% 6% 
The F i n a n c i a l Times 23 1 3% 2% 
Monthly Labor Review 13 2 2% 4% 
Harvard Business Review 17 1 2% 2% 
31% 32% 
T h i r t y - s i x of the p u b l i c a t i o n s d e s c r i b e d (between them) 80 cases or changes. 
The four remaining p u b l i c a t i o n s were not concerned with any s p e c i f i c changes 
but g e n e r a l l y w i t h e x t o l l i n g the b e n e f i t s of improving the q u a l i t y of 
working l i f e , or worker p a r t i c i p a t i o n and involvement. While these four 
p u b l i c a t i o n s cannot be a n a l y s e d i n the same way as those l a t e r d e s c r i b e d 
regarding s p e c i f i c p r o j e c t s , they are an important aspect i n s e t t i n g the 
scene f o r changes i n work o r g a n i s a t i o n s and r e i n f o r c i n g the p r e v a i l i n g 
c l i m a t e of opinions. 
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The Sample 
P u b l i c a t i o n s s e l e c t e d 46 
Found to be i r r e l e v a n t 6 
P u b l i c a t i o n s a n a l y s e d 40 
Of the 36 p u b l i c a t i o n s r e p o r t i n g on 80 case s , the t o p i c s were broadly as 
fo l l o w s : 
Concerned w i t h : groups or teams 77 
group technology alone 3 
Nine of the p u b l i c a t i o n s w h i l e c i t i n g work a t v a r i o u s companies (11 cases 
i n a l l ) were l e s s concerned to r e p o r t those s p e c i f i c changes and more 
concerned to i l l u s t r a t e what was happening i n the f i e l d . 
Of the 80 ca s e s , i n 32 (over 40%) mention was made of autonomy i n 
r e l a t i o n to groups or teams of workers, but only 18 of these s p e c i f i c a l l y 
mentioned AWGs while other phrases were used: 
AWGs 18 
Semi-AWGs 6 
Semi-AW team 1 
Autonomous groups 5 
Autonomous behaviour 1 
Autonomous team 1 
32 
However, i n another four, the phrase self-managed or independent work groups 
was mentioned, which could be considered roughly e q u i v a l e n t and implying a 
degree of autonomy. Thus a t the most, 36 cases (45%) made some r e f e r e n c e 
to autonomy or independence. 
P u b l i c a t i o n s a n a l y s e d 40 
General p u b l i c a t i o n s on the 
the q u a l i t y of working 
l i f e e t c . 4 
P u b l i c a t i o n s r e l a t i n g to 
AWGs 36 40 
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Altogether a v a r i e t y of terms were used, some being mentioned only 
once; C e l l s , gangs, s e c t i o n s , u n i t s , modules, whereas the v a s t m a j o r i t y 
used the term group or team, 56 and 19 r e s p e c t i v e l y . ( I n q u i t e a few 
p u b l i c a t i o n s more than one term was used w h i l e the four p u b l i c a t i o n s 
concerned w i t h job s a t i s f a c t i o n and job changes and p a r t i c i p a t i o n which 
are not t h e r e f o r e d e a l t w i t h here made no mentions i n t h i s r e s p e c t . ) 
The use of the word 'team' i n s t e a d of 'group' g i v e s a m a n a g e r i a l i s t 
f l a v o u r to the concept. 'Team' suggests management d i r e c t e d c o l l e c t i v i t i e s -
of the workforce p u l l i n g together as a 'team'. 'Group' on the other hand 
suggests a l e s s f o r m a l i z e d and organized arrangement i n turn implying a 
d i s t i n c t and p o t e n t i a l l y a l t e r n a t i v e type of grouping of i n d i v i d u a l s . 
Only 17% of the European p u b l i c a t i o n s used the word 'team'. Whereas 
33% of the UK and 44% of the US d i d . T h i s i s not so s u r p r i s i n g given the 
often imputed m a n a g e r i a l i s t f l a v o u r of much US w r i t i n g on the s u b j e c t , the 
prevalence of non-unionised workforces i n companies which have implemented 
55 
changes. The i n f r e q u e n t use of the work 'team' i n the European p u b l i c a t i o n s 
perhaps r e f l e c t s a d i f f e r e n t environment i n which the changes were imple-
mented. The cooperation between workers and employers o r g a n i s a t i o n s was 
often noted, f o r i n s t a n c e , regarding Swedish changes, and the expressed 
i n t e n t i o n of f u r t h e r i n g i n d u s t r i a l democracy. 
There was no p a t t e r n to be found regarding the year of p u b l i c a t i o n , and 
t h e r e f o r e no p a r t i c u l a r f a s h i o n or penchant fo r t h i s word i n the US, UK or 
Europe at a s p e c i f i c period. 
A number of s t u d i e s made r e f e r e n c e to other ideas on work o r g a n i s a t i o n , 
and to i n d i v i d u a l s and o r g a n i s a t i o n s working i n the a r e a . 
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Ideas r e f e r r e d to: Job enlargement 9 In 28 cases, 1 such r e f e r e n c e made 
Job r o t a t i o n 16 6 2 
Job enrichment 16 5 3 
I n d i v i d u a l s and 
o r g a n i s a t i o n s 
mentioned: Herzberg 11 4 4 
L.E. Davis 7 1 5 
Maslow 3 0 6 
Thorsrud 6 1 7 
T a v i s t o c k 11 1 8 
There was nothing p a r t i c u l a r l y outstanding about the d i s t r i b u t i o n of the 
r e f e r e n c e s which were made except t h a t of the 28 cases which made only one 
r e f e r e n c e , ten of these were to job r o t a t i o n and s i x were to job enrichment, 
confirming the p o p u l a r i t y which these ideas have enjoyed. 
Some po i n t s should here be made: AWGs ofte n i n v o l v e job r o t a t i o n -
indeed, may merely be a grand name f o r job r o t a t i o n . Job enrichment i s 
some times used synonymously w i t h AWGs, i . e . t h a t jobs i n AWGs have been 
'enriched'. The correspondingly high number of mentions of Herzberg, one 
of the major w r i t e r s on job enrichment, g i v e s support to t h i s , although 
job enrichment does not n e c e s s a r i l y , by d e f i n i t i o n , imply g r e a t e r autonomy, 
r e s p o n s i b i l i t y or d i s c r e t i o n and r e f e r s to i n d i v i d u a l workers not groups. 
N e v e r t h e l e s s , i t i s d i f f i c u l t to maintain academic d i s t i n c t i o n s between 
types of changes - two of the reasons being "because they are oft e n a p p l i e d 
i n some s o r t of combination and p a r t l y because each one covers a wide 
range of r a d i c a l or minor modifications of jobs and work o r g a n i s a t i o n . " 
(Wallenburg e t a l , 1979, p.158). 
While there have been q u i t e a number of r e f e r e n c e s to the work of 
Maslow and Herzberg a s s o c i a t e d w i t h s e l f - a c t u a l i z a t i o n and the need f o r 
b e t t e r j o b s , i t i s i n t e r e s t i n g that there i s such a number of r e f e r e n c e s 
to the work of members of the T a v i s t o c k - work which has arguably been more 
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'academic' i n i t s aims than t h a t of Herzberg. A s s o c i a t e d w i t h the 
T a v i s t o c k has been Thorsrud of the Work Research I n s t i t u t e i n Norway 
and both of these i n s t i t u t e s have been concerned much more s p e c i f i c a l l y 
w i t h AWGs suggesting a f a i r l y high impact of t h e i r work. That L.E. Davis 
was mentioned seven times i s a l s o i n t e r e s t i n g as h i s e a r l y work was much 
more concerned w i t h the content of i n d i v i d u a l jobs although i n the l a s t 
few years he has been i n v o l v e d i n the work and id e a s i n Scandinavia, 
h e l p i n g to bridge the gap between the US and European approaches to 
improving work. But a l t o g e t h e r here there are no gr e a t s u r p r i s e s e i t h e r 
i n the number or d i s t r i b u t i o n of r e f e r e n c e s to o t h e r s ' work. 
(b) The author and audience 
T r y i n g to c l a s s i f y the authors by the o r g a n i s a t i o n s to which they 
belong i s of dubious v a l u e : not only because q u i t e d i f f e r e n t approaches and 
p e r s p e c t i v e s can be adopted by an apparently homogeneous grouping and 
membership of the o r g a n i s a t i o n by no means a s s u r e s shared views, approaches 
e t c . , but a l s o because no account i s taken of the audience a t which they 
are aiming. The authors a f f i l i a t i o n s were as f o l l o w s : 
Author's O r g a n i s a t i o n : No. of Assumed Audience 
cases 
Company w r i t e r 7 Management 
Employers o r g a n i s a t i o n 4 Management 
Employed as j o u r n a l i s t s 10 Management 
Li n k e r / s e l f - e m p l o y e d j o u r n a l i s t s 11 Management /business o r g a n i s a t i o n s 
Governmental bodies 5 Management, p o s s i b l y workers 
Trade U n i o n i s t s 2 Workers 
Academics/business s c h o o l s 37 Academics/management 
Unknown 4 
80 c a s e s 
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The outstanding f i n d i n g i s the number from academic backgrounds, (the 
A d m i n i s t r a t i v e S t a f f College was i n c l u d e d i n t h i s c a t e g o r y ) . T h i s might 
r e f l e c t the p r e s t i g e given to those i n such c i r c l e s who p u b l i s h , , i ,e. the 
p u b l i s h or p e r i s h syndrome. Nearly h a l f of the p u b l i c a t i o n s o r i g i n a t e from 
authors i n academic or education i n s t i t u t i o n s . Yet there can be no 
assumption that authors from such a background give a more r i g o r o u s presen-
t a t i o n of experiments than o t h e r s . A l a c k of information was found to 
e x i s t i n a whole range of p u b l i c a t i o n s by authors from v a r i o u s backgrounds. 
14% of the authors came from w i t h i n a company - normally a t a s e n i o r 
l e v e l - or from an employers o r g a n i s a t i o n . Both are l i k e l y to be aiming a t 
the same audience, and to the e x t e n t t h a t they share s i m i l a r backgrounds 
l i k e l y to share s i m i l a r p e r s p e c t i v e s on i n d u s t r i a l o r g a n i s a t i o n . Govern-
mental bodies seem somewhat under-represented. However, o r g a n i s a t i o n s such 
as the WRU i n the UK and s i m i l a r bodies i n Europe d i d not emerge, or the 
t o p i c of work o r g a n i s a t i o n of QWL was not taken up, u n t i l the mid 70s. 
Over a q u a r t e r of the r e p o r t s come from commercial j o u r n a l i s t s and w h i l e 
they may be s p e c i a l i s t s , say, i n i n d u s t r i a l or labour matters, t h i s does 
not mean th a t they w i l l be a b l e , or even wish, to present work o r g a n i s a t i o n 
changes i n g r e a t d e t a i l or even very a c c u r a t e l y . That so few trade u n i o n i s t s 
2£% have w r i t t e n r e p o r t s r e f l e c t s f i r s t l y , the l a c k ( u n t i l f a i r l y r e c e n t l y ) 
of trade union i n t e r e s t i n t h i s a r e a and secondly, the d i f f i c u l t y they might 
experi e n c e i n having t h e i r views p u b l i s h e d . 
O v e r a l l then, looking at the audiences which are l i k e l y to be sought or 
reached, i t i s f a i r l y c l e a r that i t i s a predominantly managerial audience 
while only two s m a l l c a t e g o r i e s of authors might seek to reach workers: 
governmental bodies and trade u n i o n i s t s . There seems some support f o r the 
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view that those i n b u s i n e s s s c h o o l s and u n i v e r s i t i e s seek an academic 
audience because 20% of the p u b l i c a t i o n s could be claimed to have a 
predominantly academic audience: 1 Harvard Business Review, 2 Monthly 
Labour Review, 1 Personnel Review, 1 B r i t i s h J o u r n a l of Psychology, 
2 Human R e l a t i o n s , 1 A d m i n i s t r a t i v e Science Q u a r t e r l y . I f books are 
i n t e r p r e t e d as aiming at an academic audience, then 33% of the p u b l i c a t i o n s 
could be i n c l u d e d i n t h i s category. However, i t could not be claimed t h a t any 
of these p u b l i c a t i o n s only r e a c h an academic audience. Indeed, i n the 
brewing i n d u s t r y i n t e r v i e w s , three of these j o u r n a l s were mentioned as being 
r e c e i v e d . 
( c ) The Changes implemented 
Given that the p u b l i c a t i o n s v a r i e d i n t h e i r s i z e , approach, and number 
of changes d e s c r i b e d , i t i s worth looking a t them as a whole i n order to 
d i s c o v e r what s o r t of understanding of such changes could be obtained by a 
r eader. 
Of the 80 cases or d i s c u s s i o n of work groups, there i s a d e a r t h of 
information i n a number of a r e a s , w h i l e some a s p e c t s have been w e l l r e p o r t e d . 
80 cases of AWGs d i s c u s s e d 
69 s p e c i f i c examples of changes 
11 issues/approaches taken to work o r g a n i s a t i o n - g e n e r a l 
d i s c u s s i o n s . 
There were 69 examples of changes i n working arrangements, w h i l e the remaining 
11 p u b l i c a t i o n s d i s c u s s e d the i s s u e s or the approaches taken i n changing 
work o r g a n i s a t i o n . Therefore, the maximum number of mentions of s p e c i f i c 
f e a t u r e s v a r i e s . A g e n e r a l a r t i c l e and a s p e c i f i c i n s t a n c e may both c l a i m 
b e n e f i t s from group working, or advocate worker involvement i n the changes, 
but the g e n e r a l a r t i c l e i s u n l i k e l y to name a company or product. 
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Again, i t should be s t r e s s e d that when looking a t the mention i n one 
p u b l i c a t i o n of a p a r t i c u l a r a s p e c t , no account i s taken of the emphasis l a i d 
on i t , or of the length of the r e p o r t , or of the c i r c u l a t i o n which the 
p u b l i c a t i o n enjoyed e t c . The aim i s merely to give an i n d i c a t i o n of the 
p r e s e n t a t i o n of an idea - what f e a t u r e s are s t r e s s e d , what n e g l e c t e d so 
t h a t an impression can be gained of the content of t h a t i d e a . 
I t i s i n t e r e s t i n g to compare the r e f e r e n c e s made to previous work and 
the work which was being reported i n the p u b l i c a t i o n s . 
The comparison looks l i k e t h i s : 
n i " h f t r Scandinavia U.K. U.S.A. Japan — European 
Cases r e f e r r e d to: (99%) 53% 23% 10% - 13% 
N = 30 
Cases being reported ,_„ 
/ c , B 45% 15% 19% 9% 6% (5 unknown = 6 % ) (100%) 
N = 69 
I t should be noted t h a t the s u b s t a n t i a l r e p o r t i n g of Japanese cases i s due 
to the presence of one p u b l i c a t i o n alone and i s t h e r e f o r e , m i s l e a d i n g l y 
high. The corresponding d e c l i n e i n the r e p o r t i n g of UK and European and 
the r i s e i n the number of US c a s e s i s perhaps i l l u s t r a t i v e of a c o n t i n u i n g 
i n t e r e s t i n work o r g a n i s a t i o n changes i n the US whereas i n t e r e s t maybe on 
the wane i n the UK. I t might a l s o of course i n pa r t r e f l e c t the s h i f t i n 
i n t e r e s t to worker p a r t i c i p a t i o n i n the UK as a r e s u l t of the B u l l o c k 
Committee r e p o r t . Perhaps i t r e f l e c t s the f a i l u r e to b u i l d on e a r l i e r 
work i n the UK or that a c t i v e p u b l i c i t y i s needed i n order to maintain 
56 
i n t e r e s t and impetus to such changes. 
That so many company names are s u p p l i e d - 64 out of a p o s s i b l e 69, i s 
s u r p r i s i n g given the s e c r e c y w i t h which many firms undertake work changes. 
I t does give some weight to the suggestion t h a t i t i s the s u c c e s s f u l 
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experiments or innovations which are reported, f a i l u r e s do l i t t l e to 
enhance company p r e s t i g e . While the reasons f o r r e p o r t i n g changes may 
vary i t should not be overlooked, that the changes oan b r i n g b e n e f i t s 
such as p u b l i c i t y and a favourable p u b l i c image as B l a c k l e r and Brown 
(1978) point out w i t h regard to Volvo: " I n Sweden Volvo i s no longer the 
huge, inhuman o r g a n i s a t i o n that condemns i t s employees to r o u t i n e monotonous 
assembly work. I n the UK Volvo i s seen as a pace s e t t e r i n the d r i v e to 
humanise work, i t s products are f a r more widely known and r e s p e c t e d . . . " 
( p . 6 5 ) . Thus some p r e s t i g e may be gained through implementing and adver-
t i s i n g such changes. 
( i ) The R e s u l t s 
The r e s u l t s of the changes which are reported r e f l e c t a somewhat 
miss i o n a r y stance i n t h a t i n 56 c a s e s , s p e c i f i c b e n e f i t s were claimed 
(Labour turnover improved 22; absenteeism down 18; productivity/performance 
improved 42; reduced c o s t s / i n c r e a s e d p r o f i t s 9; i n c r e a s e d f l e x i b i l i t y 7, -
98 i n a l l , t h e r e being more than one b e n e f i t claimed per r e p o r t ) . General 
b e n e f i t s were claimed i n a f u r t h e r 11 c a s e s , 19 of the c a s e s c l a i m i n g 
b e n e f i t s a l s o mentioned problems, e.g. of r e s i s t a n c e by foremen; i n only 
7 c a s e s were negative e f f e c t s , e.g. p r o f i t s f e l l , and no b e n e f i t s , re ported. 
O v e r a l l then, the impression given i s that the changes are b e n e f i c i a l . 
Even though problems were encountered i n a number of c a s e s these are often 
followed by f i g u r e s g i v i n g r e s u l t s which showed improvements i n production 
or d e c r e a s e s i n Labour Turnover or Absenteeism. 
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The r e s u l t s : 
General b e n e f i t s claimed 11 c a s e s 
S p e c i f i c b e n e f i t s claimed: 
Improved labour turnover 
Reduced absenteeism 
P r o d u c t i v i t y / p e r f o r m a n c e improved 
Reduced c o s t s / i n c r e a s e d p r o f i t s 






98 b e n e f i t s 56 c a s e s * 
No b e n e f i t s claimed, only problems 7 c a s e s 
74 
Aspect not mentioned 6 
80 c a s e s 
* (19 of these mentioned both problems and b e n e f i t s ) 
Perhaps i t i s the s u c c e s s f u l changes which are reported but the 
impression i s given of a s e l e c t i v e p r e s e n t a t i o n of events by the company. 
B l a c k l e r & Brown (1978) note regarding Volvo " d e s p i t e the v e r y c o n s i d e r a b l e 
degree of p u b l i c i t y g i v e n to the company's a c t i v i t i e s i n encouraging job 
r e d e s i g n experiments, e x t e r n a l e v a l u a t i o n of i t has not been permitted." 
(p.110). That t h i s may be the case r e g a r d i n g other companies should a l s o 
be borne i n mind. 
S i m i l a r l y other commentators, t h i s time i n the Netherlands, make i m p l i c i t 
r e f e r e n c e to t h i s : "the changes a c t u a l l y t a k i n g p l a c e bear no r e l a t i o n to 
what i s being s a i d and w r i t t e n on the s u b j e c t . In our r e s e a r c h , we have had 
the g r e a t e s t d i f f i c u l t y f i n d i n g i n d u s t r i e s which have introduced changes of 
any consequence i n the o r g a n i s a t i o n of work." (Wallenburg, e t a l . , 1979, 
p.144). 
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( i i ) Environmental changes 
One f a c t o r which might c a s t some doubt on the claimed b e n e f i t s of these 
changes i s whether or not other a s p e c t s of the work environment have been 
a l t e r e d . Wilkinson, i n h i s survey of some West European experiments, found 
that " I n every case, something e l s e was happening, some other change (e.g. 
a t e c h n i c a l change to equipment, a s p e c i a l market c o n d i t i o n , an 0 & M e x e r c i s e ) 
which a l s o c o n t r i b u t e d to the ' s u c c e s s f u l ' r e s u l t s . " (1970, p.73). Cummings 
e t a l a l s o note t h i s aspect ( s e e , a l s o p.140 below). But i n the p u b l i c a t i o n s 
looked at here, i n only 25 c a s e s were such corresponding environmental changes 
noted, such as r e d e c o r a t i o n of the work a r e a , new f a c t o r y , a l t e r e d technology, 
redesigned work a r e a , e t c . Wilkinson's f i n d i n g s w h i l e not r e f l e c t e d so 
s t r o n g l y i n the p u b l i c a t i o n s , do r a i s e the s u s p i c i o n that perhaps other 
changes were o c c u r r i n g but went unremarked by many w r i t e r s . 
( i i i ) Problems encountered 
S u r p r i s i n g l y few c a s e s r e p o r t e d disadvantages which had been encountered. 
I n 26 cases r e f e r e n c e was made to problems or obstacles (42 comments) 
which had been encountered, or a d d i t i o n a l c o s t s i n c u r r e d . T h i s l a t t e r 
problem was most often mentioned, on 8 o c c a s i o n s , regarding e x t r a machinery; 
more t o o l s r e q u i r e d by workers, more t r a i n i n g or g r e a t e r space requirements. 
Problems r e l a t i n g to the a t t i t u d e s of s e n i o r management were mentioned i n 
5 p r o j e c t s , while the r e s e r v a t i o n s and r e s i s t a n c e s of s u p e r v i s o r s and lower 
management grades was mentioned i n 5 r e p o r t s . O v e r a l l , i t was 'people' 
problems r a t h e r than 'cost' or ' t e c h n i c a l ' problems which were most often 
noted: 26; 8; and 2; r e s p e c t i v e l y , w h i l e i n only one case was i t s t a t e d t h a t 
the a n t i c i p a t e d b e n e f i t s were not r e a l i s e d . (The other 5 c a s e s gave 
v a r i o u s warnings of a more g e n e r a l k i n d . ) 
- 125 -
Problems encountered: 
26 cases mentioned problems - 42 comments were made: 
Focus of problem: people 
oost 
t e c h n i c a l 
g e n e r a l 







Mention was most f r e q u e n t l y made as f o l l o w s : a d d i t i o n a l c o s t s 
s e n i o r management 
8 
5 a t t i t u d e s 
lower management 
a t t i t u d e s 5 
Given t h a t the problems are skated over or ignored i n over 67% of the 
cases, t h i s might l e a d to two opposite r e s u l t s : to enthusiasm f o r such a 
s u c c e s s f u l and e a s i l y implemented idea; or, to s c e p t i c i s m when what might 
be seen as the r e a l i t i e s of i n d u s t r i a l l i f e are ignored. I t i s the l a t t e r 
s uggestion which r e c e i v e s g r e a t e s t weight from the i n t e r v i e w s w i t h brewery 
managers given t h e i r often repeated charge: " i t s a l r i g h t i n theory but not 
i n p r a c t i c e " . Yet i n l e s s than h a l f of the p u b l i c a t i o n s (16) was any 
57 
r e f e r e n c e to trade unions made. The e x i s t e n c e of trade unions was 
normally mentioned i n the European work, but i n only two of the 8 US 
p u b l i c a t i o n s and i n 8 of the 23 UK p u b l i c a t i o n s , a more than s l i g h t l y u n r e a l 
s i t u a t i o n e s p e c i a l l y w i t h regard to the UK. For most p r a c t i s i n g managers, 
trade unions are a pa r t of everyday l i f e - indeed, w i t h i n the personnel 
f u n c t i o n may be one of t h e i r major preoccupations, and the f a i l u r e of over 
h a l f the p u b l i c a t i o n s to mention t h i s f a c t o r could lead to s c e p t i c i s m of the 
r e p o r t . In s i m i l a r v e i n , Wilkinson notes " i t i s very d i f f i c u l t i n the UK to 
give a man a 'whole job', i n c l u d i n g preparatory and a u x i l i a r y work, i f 
c u r r e n t l y the a u x i l i a r y work 'belongs' to another union which ( f o r p o l i t i c a l 
or h i s t o r i c a l reasons, or f o r reasons of i n s e c u r i t y ) r e f u s e s to a l l o w any-
one o u t s i d e t h i s union to do such work." (1970, p . 9 ) . 
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( i v ) Motives f o r i n t r o d u c i n g changes 
When the motives given f o r i n t r o d u c i n g the changes are examined, a 
lar g e number c l a i m that the changes were aimed a t pr o v i d i n g b e n e f i t s f o r 
both management and workers (35 out of 80 made such c l a i m s ) . However, 
b e n e f i t s to the workforce, say i n terms of g r e a t e r s a t i s f a c t i o n or moti-
v a t i o n , may have very much more t a n g i b l e b e n e f i t s to management i f they 
r e s u l t i n i n c r e a s e p r o d u c t i v i t y or reduced labour turnover, e.g. Edgren 
"most oases show p o s i t i v e r e s u l t s both i n regard to job s a t i s f a c t i o n and 
p r o d u c t i v i t y . " (1974, p.25). And some of the c l a i m s as regards b e n e f i t s 
to workers i n these cases should be t r e a t e d w i t h a l i t t l e s c e p t i c i s m . 17 
cases q u i t e c l e a r l y s t a t e d that the o b j e c t i v e s were to b e n e f i t management 
e.g. "one of our aims was to improve q u a l i t y . The only way to do t h i s 
was to get people to want q u a l i t y . " (Manufacturing Management p.18 emphasis 
i n o r i g i n a l ) . On the other hand, 6 ca s e s r e f e r r e d to the b e n e f i t s sought 
for the workforce, e.g. "The b a s i c thought used by Volvo i s that the i n d i v i -
dual has the r i g h t to e x e r t an i n f l u e n c e on h i s own working s i t u a t i o n . " 
(EFTA, p.17). But i n the other 22 cases no mention was made of the motives 
behind the change. 
Why ohanges introduced 
B e n e f i t s management and workers 35 p r o j e c t s 
11 management 17 
workers 6 
Not mentioned 22 
80 
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S u b j e c t i v e E v a l u a t i o n s 
S i m i l a r l y , although i t i s to a f f e c t the perceptions of the employee 
to the work, and by e x t e n s i o n to the o r g a n i s a t i o n , that work groups are 
used, only i n 23 cases was mention made of monitoring the s u b j e c t i v e 
e v a l u a t i o n s , although a number of other oases (11) r e f e r r e d to i n c r e a s e d 
job s a t i s f a c t i o n (with no mention of how t h i s was d i s c o v e r e d , s u g g e s t i n g 
t h a t i t may merely be taken to e x i s t a s a r e s u l t of say, reduced labour 
t u r n o v e r ) . C r i t i c i s m s of t h i s aspect have been made elsewhere: Wallenburg 
e t a l note: "workers' r e a c t i o n s to and v e r d i c t on Job S t r u c t u r i n g , of which 
very l i t t l e i s known. Any mention of them i n p u b l i c a t i o n s i s u s u a l l y confined 
to some f i n d i n g on i n c r e a s e d or decreased job s a t i s f a c t i o n . " (p.166). Thus 
the r o l e of the employee i n the design, planning and monitoring of changes 
i n these p u b l i c a t i o n s i s not o v e r - s t r e s s e d . Given the number of i n s t a n c e s 
i n which b e n e f i t s f o r the workforce were mentioned, i t i s s u r p r i s i n g to 
f i n d that the p a r t i c i p a t i o n of the workforce (or worker i n i t i a t i o n ) i s so 
i n f r e q u e n t l y mentioned. As f a r as can be gathered, i n 10 cases there was 
some i n i t i a l p a r t i c i p a t i o n by the workforce, w h i l e i n a f u r t h e r 7 c a s e s 
p a r t i c i p a t i o n took place a f t e r the changes had been implemented, e.g. 
p a r t i c i p a t i n g i n planning and production d e c i s i o n s . I n 9, the workforce 
were s a i d to have been c o n s u l t e d . One problem here i s semantic, e.g. 
'consulted the workforce'; ' c o n s u l t a t i v e committee'; 'company conf e r e n c e s ' . 
Not a l l of these are e q u i v a l e n t and o f t e n there i s no c l u e elsewhere i n the 
study as to what happened. I n v o l v i n g the workers may mean merely t e l l i n g 
employees what changes are to take p l a c e - t h i s i s a f a c e t commented on by 
Wilkinson: "Many, of course, b e l i e v e d they were i n v o l v i n g when i n f a c t 
they were c o n s u l t i n g . " (1970, p.59). There i s quite a d i f f e r e n c e i n 
approach between a s k i n g the workforce to h e l p r e d e s i g n the work and i n 
imposing changes designed by management. Thus i n 28 oases p a r t i c i p a t i o n or 
c o n s u l t a t i o n were mentioned as having taken p l a c e , while i n another 5, the 
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Workers p a r t i c i p a t i o n or c o n s u l t a t i o n r e g a r d i n g the changes: 
I n i t i a l p a r t i c i p a t i o n 10 
P a r t i c i p a t i o n a f t e r changes implemented 7 
Workers con s u l t e d 9 
I n i t i a t e d by workers 2 
28 cases 
But o v e r a l l , the impression i s t h a t autonomy or r e s p o n s i b i l i t y are 'given' 
to the workforce and even, perhaps, imposed. I n only two cases was i t 
the r e p o r t i n g of changes, i t more p l a u s i b l y r e f l e c t s the f a i l u r e of trade 
unions or workers to make demands f o r changes i n a r e a s other than those of a more 
f i n a n c i a l , bread-and-butter nature. ( T h i s i s , of course, not to suggest 
t h a t workers ought to be making such demands). 
In the l i g h t of the e a r l i e r a n a l y s i s of the i m p l i c a t i o n s of the v a r i o u s 
concepts contained i n AWG theory, some attempt was needed to f i n d out what 
changes had i n f a c t been implemented. Again t h i s was not always c l e a r , 
indeed i n many i n s t a n c e s , i t was impossible to make any e v a l u a t i o n s a t a l l . 
However, i t seemed r e l e v a n t to t r y to f i n d out the extent to which these 
attempts to introduoe work groups or teams had i n c r e a s e d f a c t o r s such as 
autonomy, r e s p o n s i b i l i t y , s k i l l e t c . which are c e n t r a l to autonomous work 
group theory. A number of elements were examined, many of which o v e r l a p 
w i t h one another. 
Fore man/s upe rv i s or (see t a b l e , p.130) 
An important element of AWG theory i s the r o l e of the foreman or 
s u p e r v i s o r . Yet i n only 3 c a s e s was the r o l e of the foreman e l i m i n a t e d , 
while i n a f u r t h e r 18 some change i n the s u p e r v i s o r y r o l e was ment ioned, 
noted t h a t the changes were worker i n i t i a t e d . 58 While t h i s may r e f l e c t 
( v i ) The Changes Themselves 
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e.g. f r e e d f o r other 1a sks ( C l e r c ) ; a c t i n g more as an a d v i s e r (World of Work) 
While therei» a broad correspondence here w i t h the number of c a s e s (18) 
which mentioned freedom from task d i r e c t i o n , the i n c r e a s e i n autonomy and 
r e s p o n s i b i l i t y (32 and 49 r e s p e c t i v e l y ) must be considered a dubious c l a i m 
i n a s u b s t a n t i a l number of the c a s e s . Indeed, g r e a t e r r e s p o n s i b i l i t y and 
autonomy may mean merely an i n c r e a s e i n the number of f u n c t i o n s undertaken. 
R e s p o n s i b i l i t y 
In 49 c a s e s , some i n c r e a s e d r e s p o n s i b i l i t y was given to the p a r t i c i p a n t s 
T h i s covered a v a r i e t y of s i t u a t i o n s from r e s p o n s i b i l i t y f o r maintenance to 
"maximum r e s p o n s i b i l i t y " where decision-making i s pushed down "as f a r as 
p o s s i b l e " ( J e n k i n s ) . T h i s c o n t r a s t s w i t h the 21 cases which mentioned some 
change i n the s u p e r v i s o r y r o l e , and the s u s p i c i o n i s aroused t h a t the 
r e o r g a n i s a t i o n of work i s p r e t t y l i m i t e d and the use of the word 'respons-
i b i l i t y ' o f t e n m i s l e a d i n g . That the g r e a t e r r e s p o n s i b i l i t y of employees 
i s simple r e l a t e d to the e x t r a f u n c t i o n s which they c a r r y out i s suggested 
by the correspondence between the number of times each as p e c t i s mentioned 
(49 and 42 r e s p e c t i v e l y ) . 
Autonomy 
There appeared to be some i n c r e a s e i n autonomy i n 32 of the c a s e s , but 
again as w i t h r e s p o n s i b i l i t y , the nature of the autonomy must be questionable 
given t h a t only 21 mentioned a change i n s u p e r v i s i o n . C e r t a i n l y 'autonomy' 
covers a range of p r a c t i c e s from "freedom from r e s t r i c t i v e procedures and 
c l o s e s u p e r v i s i o n " ( H e r r i c k , p.53) to autonomy i n how to meets a production 
t a r g e t s e t by the company (Hamilton, p.30). 
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Freedom from t a s k d i r e c t i o n 
The context of autonomy i s more c l e a r l y seen by whether or not the 
work group e n j o y s freedom from t a s k d i r e c t i o n . I n only 18 cases d i d there 
appear to be g r e a t e r freedom from task d i r e c t i o n e.g. r e l a t i v e absence of 
s u p e r v i s o r s , freedom to decide how to complete a t a s k without r e f e r e n c e 
to anyone outside the group. But i t i s worth n o t i n g that although there 
were a number of changes (21 i n a l l ) i n the f u n c t i o n s of foremen, s u p e r v i s o r s , 
chargehands e t c . i n only three c a s e s was one of these grades e l i m i n a t e d . 
Contract 
In only one study - Qvale's - was mention made of a c o n t r a c t between 
management and workers. The c o n t r a o t , i t w i l l be remembered i n the c o a l -
mining study was an important mechanism whereby autonomy and r e s p o n s i b i l i t y 
were a s s u r e d . Qvale i n h i s a r t i c l e r e f e r s to "a c o n t r a c t l i k e r e l a t i o n s h i p 
to management." (1976, p.465). I n none of the three p u b l i c a t i o n s which 
r e f e r r e d to the e a r l y coal-mining s t u d i e s i n the UK was mention made of any 
c o n t r a c t between management and miners, only a n a t i o n a l wage c o n t r a c t being 
mentioned by T r i s t e t a l r e g a r d i n g the US miners. 
Dimensions of changes i n work o r g a n i s a t i o n mentioned: 
Number Number of other dimensions mentioned: 
of 
mentions None One Two Three 
Foreman/supervisory 
Role changed .. .. 18 
E l i m i n a t e d .. .. 3 
21 3 3 7 8 
Freedom from task 
d i r e c t i o n 18 0 2 7 9 
R e s p o n s i b i l i t y 
i n c r e a s e d 49 14 14 11 10 
Autonomy i n c r e a s e d 32 3 12 15 2 
Contraot 1 0 0 0 1 
121 20 31 40 30 
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I t can be seen from the above t h a t while a few of the elements of the 
AWG ooncept have been given mention i n a f a i r number of p u b l i c a t i o n s , doubts 
as to the r e a l i t y experienced a r i s e . The r e l a t i v e l a c k of comment on the 
r o l e of s u p e r v i s i o n and the near t o t a l l a c k of mention of a contract means 
tha t any r e s p o n s i b i l i t y or autonomy enjoyed as a r e s u l t of the changes 
by the workforce i s minimal. Of course, how changes are experienced depends 
59 
on previous c o n d i t i o n s a t work; e x p e c t a t i o n s and o r i e n t a t i o n s to work 
and i t may w e l l be the case that work i s experienced as b e t t e r or, a t l e a s t , 
l e s s d i s s a t i s f y i n g . N e v e r t h e l e s s , the r e p o r t i n g of these elements of the 
changes i n work o r g a n i s a t i o n l e a v e s much to be d e s i r e d i n the way of i n f o r -
mation and i n i t s absenoe, the changes must be seen as only p a r t i a l l y owing 
a debt to AWG theory. Indeed i t could be argued t h a t the content of many 
of the changes owes more to Human R e l a t i o n s t h e o r i e s and the s o c i a l needs of 
the workforce f o r group membership than to s o c i o - t e c h n i c a l a n a l y s i s and 
AWGs. 
E x t r a f u n c t i o n s (see Table, p. 135) 
I n 42 of the c a s e s , e x t r a f u n c t i o n s were c a r r i e d out. In 27 these 
60 
appeared to i n c l u d e a d m i n i s t r a t i v e d e c i s i o n s t h a t i s , h i r i n g and f i r i n g , 
d i s c i p l i n e or work a l l o c a t i o n and planning. I n 3 c a s e s the e x t r a f u n c t i o n s 
i n c l u d e d m a t e r i a l flow d e c i s i o n s , that i s , o r d e r i n g m a t e r i a l s from s t o r e e t c 
In four c a s e s , maintenance, q u a l i t y c o n t r o l and even o l e a n i n g d u t i e s were 
mentioned. And i n the other 8 oases, the e x t r a f u n c t i o n s were u n s p e c i f i e d 
e.g. "many other t a s k s " . 
Although the e x t r a f u n c t i o n s may be seen as i n c r e a s i n g the amount of 
r e s p o n s i b i l i t y , t h e i r i n c l u s i o n does not n e c e s s a r i l y amount to a "whole task' 
That the e x t r a f u n c t i o n s may not be very demanding i s evidenoed from the 
fewer comments on the need f o r t r a i n i n g . In only 26 c a s e s was the need f o r 
- 132 -
greater t r a i n i n g mentioned, yet increased s k i l l i s implied i n 39 oases. 
This suggests i n turn that s k i l l i s equated w i t h number of tasks - a 
debateable poin t . For example, keeping the work area clean i s un l ike ly 
to mean an increase i n s k i l l ! but i t i s an extra f u n c t i o n . Any increase 
i n s k i l l varies from case to case, i n some instanoes, merely carrying out 
jobs not d i s s imi la r to the one(s) previously undertaken. In other cases, 
the in t roduct ion of stock cont ro l or planning functions may mean a rea l 
inorease i n s k i l l . While t r a i n i n g might have been of the var ie ty of 
' s i t t i n g next to N e l l i e ' , the f a i l u r e to mention t r a i n i n g at a l l i n 13 
cases suggests no great inorease i n s k i l l or knowledge was required. Worth 
noting here is Wilkinson's comment (1970, p.45): " i f the work has been 
rearranged and reallocated to form a t r u l y autonomous group, included i n 
the task of that group w i l l be maintenance, repair work, c l e r i c a l work, 
planning, stock con t ro l , e tc . For workers to be f a i r l y interchangeable 
i n th i s kind of s i tua t ion . requi res a much higher degree of s k i l l and know-
ledge than would be the case on the t r a d i t i o n a l kind of j o b . " 
M u l t i - s k i l l e d 
Although an increase i n ' s k i l l ' appeared to have occurred i n 39 of the 
cases, i f o f ten proved impossible to make any judgement on whether or not 
the par t ic ipants were m u l t i - s k i l l e d . Certainly i n 12 cases i t appears the 
workers were interchangeable while i n a f u r t h e r 8 there was an aim to make 
the workers more interchangeable. In 12 oases i t was implied that group 
members had equivalent, or po t en t i a l l y equivalent, s k i l l s and ro le (hence 
the correspondence here wi th the f igures f o r in te rchangeab i l i ty ) . But i n 
the other 15 cases i n which s k i l l d i fferences w i t h i n groups was mentioned 
(27 i n a l l ) , i t appeared there were some differences w i t h i n the group. For 
instance, through the inc lus ion of a repair man w i t h i n the group, or the 
existence of a team leader. I t would be easy to exaggerate the need fo r 
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equivalence of s k i l l s w i t h i n a group i n order f o r i t to be autonomous -
speoia l i s t help w i l l be required at some stage by any group of people 
especial ly i f production processes e tc . become more sophist icated. I t 
may be preferable fo r equivalence of e f f o r t rather than equivalence of 
c o n t r i b u t i o n / s k i l l to be recognised.for the group wi th 'responsible 
autonomy' to achieve a cooperative system of working as i n the coal-mining 
studies. 
Whole task 
23 of the cases mentioned that the par t ic ipants a f t e r the change 
undertook a 'whole task ' , e .g. "each assembly worker puts together and 
tests the en t i re product." (Business Week, p .32) . While i n another 10 
cases some attempt had been made to get nearer to a whole task, e.g. "each 
worker was given the opportunity to learn a l l tasks i n his sub-group via 
job r o t a t i on and mutual a i d . " (Glaser). While a group may have a 'whole 
task' to perform, th is does not mean that a l l group members carry out that 
whole task. The group may very w e l l operate i t s own d i v i s i o n of labour -
indeed that w i l l be up to the group enjoying 'responsible autonomy'. 
Changes i n payment system 
33 cases mentioned changes i n the payment system. 11 of these payment 
systems were based on a f i x e d pay without any incentives or i nd iv idua l piece 
rates being mentioned (salar ied 7; contract 1; f i x e d rate alone 3 ) . 18 of 
the payment systems had a variable element, so that although i n these 
cases the f i x e d component was the major part , the f i n a l amount of pay 
depended on some incentive or bonus. The incentive or bonus was paid on 
d i f f e r e n t c r i t e r i a : 
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Group incentive or bonus 10 
Number of jobs oan carry out 6 
Ind iv idua l piece rates 2 
4 of the 33 cases which mentioned changes i n payment systems were unclear 
as to the changes. 
The correspondenoe between the oases mentioning the 'whole task' 
element and changes i n the payment system suggests f i r s t l y , that extra 
funct ions are rewarded and secondly, some change i n the incentives of fered 
via pay have taken place (and i m p l i c i t l y i n the view taken of worker 
mot iva t ion) . One t h i r d of a l l cases do not re ly on incentives, t r ea t ing 
the employees more l i k e whi te -co l la r workers.. Of the 18 whioh do not r e ly 
on incentives, 10 base the incentives around group performances while 8 
r e ly on ind iv idua l performance. 
I t i s impossible to say whether the changes i n payment systems r e f l e c t 
the growing in te res t i n the "harmonisation" of blue and white co l l a r workers 
pay of the late 60s and early 70s, or r e f l e c t a view of the worker a» more 
responsible and i n less need of carrot and s t i ck methods of motivat ion. 
S imi la r ly , the group sohemes of payment do appear to r e f l e c t a change 
i n philosophy regarding the worker although whether th i s i s based on w e l l -
known Human Relations theory c r i t e r i a or AWGs(the two are not d i s s i m i l a r ) 
i s debateable. 
While pay which is dependent on ind iv idua l motivation i s an t i t he t i ca l 
to the notion of AWGs, i t may be that payment fo r the number of jobs a worker 
can carry out i s a necessary intermediary step to AWG organisation by 
increasing the s k i l l s of the workforce. However, the reliance on the notion 
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of the i nd iv idua l as the primary un i t i n production i s the one which may be 
d i f f i c u l t to overcome at a l a t e r stage. Although the adoption of f i x e d 
payment schemes may not be an encouragement to group in tegra t ion as such, 
at least i t w i l l not act as a bar r ie r to group in t eg ra t ion . 
Whatever the reason f o r management not adopting group methods of 
payment, the f a i l u r e to do so much oast doubt on the acceptance of AWG 
theory i n pract ice , the common paynote being an important element i n fos t e r ing 
cooperation and group cohesion. 
Dimensions of changes i n work organisation mentioned I I ; 
Extra funct ions 
Administrat ive decisions 
Material f low decisions 
Maintenance, e tc . 
Unspecific extra duties 
Greater t r a i n i n g required 
Greater s k i l l 
Workers interchangeable 
" more " 
No s k i l l d i fferences i n 
group 









42 Whole task 23 
Nearer a whole task 10 
Changes i n payment system 
42 52% Fixed pay 
Variable pay 
26 32.0% Unclear 
39 49% variable: 
20 25% 
Group incentive 
No. of jobs 














Although i t i s from interchangeabi l i ty that management are l i k e l y to reap a 
number of benef i t s (see the e a r l i e r section on AWGs), i t i s surpr is ing that 
r e l a t i v e l y l i t t l e mention i s made of th is f a c to r , while greater s k i l l is 
implied i n nearly twice as many pro jec t s . I t may be that to achieve 
interchangeabi l i ty i s too expensive - i n t r a i n i n g time, or hard to achieve 
due to demarcation l i n e s . The impression i s gained from the comments noted 
under 'whole task' that the focus of a t t en t ion remains the i nd iv idua l 
rather than the group. This i n turn implies that i t i s not 'responsible 
autonomy' of the group that i s aimed at so much as the increased responsi-
b i l i t i e s of i nd iv idua l s . Some support f o r th i s idea comes from the infrequent 
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mention of group systems of payment - f i x e d (contract) or variable (bonus 
e t c . ) suggesting that i t i s the i nd iv idua l on whom a t ten t ion i s focussed. 
(d) Slant of the publ icat ion and a t t i tudes to fu r the r researoh 
One aspect which is of great importance i n the repor t ing of changes i n 
work organisation i s the d i r ec t i on i n whioh any s e l e c t i v i t y i s made. In 
other words, given l imi t ed and selected information, what is the ' s l a n t ' 
of the publication? Is i t c r i t i c a l or approving of AWGs? 
I t should not be overlooked that what is presented i n publicat ions i s 
very much a mediated product. F i r s t l y , i n that the information may be 
given by the company which has t r i e d some changes. Blackler and Brown, 
1978, f o r instance comment regarding Volvo: "Almost a l l the mater ia l which 
has appeared i n the in te rna t iona l media has come from one of two sources; 
e i ther d i r e c t l y from the public re la t ions func t ion , or as a resu l t of 
short sightseeing v i s i t s which Volvo have set up fo r j o u r n a l i s t s , soc ia l 
s c i en t i s t s , engineers and other interested groups." (p .65) . I t can be 
expected, therefore, that there i s an element of selective repor t ing here, 
the aspects favourable to the company being emphasised, the f a i l u r e s 
minimised. 
Secondly, the reporter of the work i s l i k e l y to impose his view on 
the material presented, so i f thought to be a good idea, the pos i t ive 
resul ts w i l l be stressed and vice versa. 
Th i rd ly , i t i s much easier to obtain access to some organisations than 
to others. Those organisations seeking p u b l i c i t y are therefore , l i k e l y to 
have a greater number of v i s i t o r s and i n turn , reports . Related to the 
above po in t , f a i l u r e s are un l ike ly to be advertised so i t should ocoasion 
no surprise that i t i s the successes or the claimed successes whioh 
predominate i n the l i t e r a t u r e . 
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While i t is not i r re levant what ac tual ly occurred or wag attempted 
w i t h i n companies, i t i s the public fac ts which are important. I t i s the 
a r t i c l e or book which leads to other a r t i c l e s and books. I t i s the a v a i l -
able information that matters, on which the idea i s judged and in te res t 
st imulated. Thus the 's lant ' of the publ ica t ion w i l l be most important. 
While any evaluation regarding why an a r t i c l e or publ ica t ion has been 
w r i t t e n must neoessarily be subjective i t i s in te res t ing to look at the 
repor t ing of the pro jec ts . Seven were e i ther w r i t t e n by an employee of the 
company which had t r i e d the ohanges CM? extensively quoted a member of the 
oompany. While these were not always f ree from c r i t i c i sms they s t i l l 
appeared to be committed to the ideas behind the changes. Seven were 
c r i t i c a l of the idea or of some changes. 27 were c l a s s i f i e d as taking no 
side - balancing both the pros and cons, aimed at an academic audience, 
presenting benefi ts and problems, c r i t i c i s i n g the practice not the idea, e tc . 
39 of the studies were 'missionary' to some extent where the idea and the 
praotice was favoured and there was a corresponding tendency to overlook 
tendentious issues and skate round d i f f i c u l t i e s . (And i n two cases, the 
rather enthusiastic repor t ing refer red to changes which had not yet taken 
place! - Jenkins and EFTA). Thus i s seems that cases i n favour of the 
changes numbered 46, while 7 were c r i t i c a l and a good proportion - 27 -
were 'balanced 1 . A surpr is ing f i n d i n g given the lack of d e t a i l and the 
assumption that t h i s neoessarily meant an attempt to s e l l the idea. S imi l a r l y , 
the popular stereotype of many such publications i s one of u n c r i t i c a l 
report ing which i n turn fosters management fashions, but i t is not altogether 
borne out, given the number of reports which aimed to give a f a i r represen-
t a t i on of an idea or of changes. I t may be that wariness has resul ted from 
the e a r l i e r bombarding of managers wi th panaceas f o r t he i r i l l s so that a 
more c r i t i c a l approach i s now being taken. However, i t is worth noting 
that i n only 4 of the cases was any referenoe made to the c o n f l i c t of 
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in teres t between workers and management - by Winpisinger, Banks, Clerc, 
Olsen. And while the other commentators did not a l l present a uni tary 
view of the i n d u s t r i a l enterprise , the po ten t i a l benefi ts of recognising 
common interests were of ten presented. 
Slant of the reports on oases: 
Company employee repor t ing or much quoted 
C r i t i c a l of the idea 
Take no sides 
Missionary 
Balanced 27 
Favourable to idea broadly 46 
Unfavourable to idea " _7 
80 
A f u r t h e r clue to the slant of publicat ions can be obta ined by the 
a t t i tudes to fu r the r research which were expressed. I f a company wishes 
to pursue fu r the r research, then the posi t ive nature of the changes w i l l 
be i m p l i c i t . And i f a company has no fu ture plans then the negative 
nature of the changes to date w i l l be apparent. 
In attempting to evaluate a t t i tudes to fu r the r research and changes, 
i t appeared that i n only two cases were there negative answers while i n 
21 posi t ive a t t i tudes were expressed. These, i t should be noted, were 
not necessarily by commentators who were u n c r i t i c a l of the changes which 
had already taken place. 
Overal l , the outstanding feature of the publications here analysed i s 
the lack of informat ion. Quite a number of factors were f a i r l y of ten 
mentioned: the type of work (although th i s was of ten vague - e .g . 'operators') 
(52 mentions); whether the work was blue or white co l l a r - 59 mentions, 







e x p l i c i t l y stated but l i k e l y to be known by readers, e .g. Volvo, BOC; 
the name of the company - 65 mentions; the country (64 mentions) - 3 at 
Phi l ips were not stated and could have been i n UK, Holland or elsewhere). 
However, i n other respeots, much information was lack ing . Thus the role 
or reaction of trade unions (16 out of 40 pub l ica t ions ) , the need f o r 
greater t r a i n i n g (26 mentions i n the 80 repor t s ) , the ohange i n supervision 
(21 mentions), the environmental changes (25 mentions), the redeployment 
or redundancy of workers (6 mentions) - are at best, inf requent ly 
mentioned. The lack of information i n these and other respects (see table below) 
means that many p rac t i ca l and perhaps c ruc i a l elements are missing from the 
major i ty of reports . That the idea i s not of ten implemented then should 
cause l i t t l e surpr ise . For the absenoe of such information does give r i se 
to some rather a i r y - f a i r y , en thus ias t ica l ly unclear reports of an idea whose 
basic components are o f ten neglected. 
Lack of information Mentioned Not mentioned 
Role/reaction of trade unions 
Need f o r greater t r a i n i n g 
Change i n supervision 
Environmental changes 
Redeployment/redundancy of workers 
Problems/obstacles encountered 
Composition of group Homogeneous/ 
d i f f e r e n t 














Of course, some reports are more informative than others; some are 
more, some less, c r i t i c a l . But there i s a greater chance of picking up a 
report which c i tes the benef i ts than points out the problems (67 to 33); 
which re fers to the greater amount of r e spons ib i l i t y (49) and number of 
funct ions (42) than the subjeot of trade unions (16 out of 40 publ icat ions) 
or supervisors (21). Nevertheless, there i s a f a i r l y high incidence of 
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reports which make some c r i t i c a l comments and which present both the 
advantages and problems (27 i n a l l ) yet i t should be noted that these 
are also o f t en d e f i c i e n t i n d e t a i l . I t might be, that judgements formed, 
on the basis of such reports , whether negative or p o s i t i v e , are more than 
l i k e l y to be based on i n s u f f i c i e n t informat ion . I t seems plausible however, 
that evaluations favourable to the notion of work groups are more l i k e l y , 
given that even the c r i t i c a l reports also d e t a i l benef i ts (and these 
c r i t i c a l reports include those who while not ing the l i m i t a t i o n s of the idea, 
l i k e i t nonetheless). And i t i s possible that such reports gain a t t en t ion 
due to the problems which they purport to solve. A r t i c l e s which point out 
problems and benef i ts may i n f ac t have greater impact through presenting a 
more r e a l i s t i c and believable p ic tu re , while a 'missionary' presentation 
may resu l t i n scepticism or d i s b e l i e f . 
Before going on to look at the knowledge of AWGs expressed i n the 
brewing interviews, i t i s worth noting the f indings of other studies 
regarding changes i n work organisat ion. 
Other Studies 
Deficiency i n d e t a i l i s an aspect of reports i n changes i n work organ-
i s a t i o n which has o f t e n been found elsewhere (see Sr ivas t ra , 1974, - c i t ed by 
Blackler & Brown, 1978, p.38; Cummings et a l . , 1977), and perhaps I s to be 
found i n many areas of reportage, e.g. science repor t ing (Krieghbaum, 1968). 
I t i s i n t e res t ing to compare the f indings here w i t h those of Cummings et a l . , 
1977. Although t h e i r concern was to evaluate the i n t e r n a l and external 
v a l i d i t y of 58 (nixed) work experiments which were f i e l d rather than case 
studies, t h e i r comments i n some instances echo those made above. They 
point out that two fac tors made i t d i f f i c u l t to i so la te the e f f ec t s of 
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par t i cu la r organisational changes. F i r s t l y , "the predominance of 
posi t ive resul t s reported i n the s tudies ." (Cummings et a l . , 1977, p.681), 
a fac tor noted i n looking at the work group repor ts . Secondly, that i n 
51 of the 58 studies "the organisational changes involved more than one 
independent var iable" and " i t is impossible to disentangle the e f f e c t s of 
a single dependent variable from the overa l l e f f e c t s of a set of var iab les ." 
(Cummings et a l . , 1977, p.681). To a much lesser extent were other environ-
mental changes mentioned i n the work group studies - 25 reports - under one 
t h i r d . But i t i s an aspect which not only confuses the issue, but also 
misleads the reader. Cummings et a l . , also note the f a i l u r e to report 
unsuccessful experiments - a f i n d i n g which gains some support here although 
a number of commentators have noted the f a i l u r e of cer ta in pro jec t s . (No 
benefi ts were noted i n 7 cases). S imi l a r l y , Cummings et a l . , note the 
"absence of reported data" (1977, p.687), a point which also receives support 
from the analysis of work group reports . 
In Cummings et a l ' s paper they state "the v a l i d i t y of the work exper i -
ments leaves much to be desired" (1977, p.702). They note the threats to 
the in t e rna l v a l i d i t y ( i . e . were the observed e f f e c t s produced by the 
organisational changes?) of the performance f ind ings and a t t i t u d i n a l resul ts 
61 
th i s aspect was questioned also by Wilkinson, 1970. S i m i l a r l y , the 
external v a l i d i t y ( i . e . can be generalized) of the a t t i t u d i n a l f ind ings i s 
also questionable. While Cummings et a l r e f e r to "the rather s t r ingent 
c r i t e r i a of in t e rna l and external v a l i d i t y " (1977, p.702) which they used, 
caution should be used when considering the claims made i n the work group 
repor ts . I t would be impossible i n many of these reports , given the paucity 
of information to judge whether or not the claimed benef i t s were i n f ac t 
enjoyed and resulted from changes i n the work, rather than say, the environ-
ment. Nevertheless the scept ical reader of such reports might ask which 
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cause had which e f fec t? Indeed, anything longer than a quick glance might 
we l l resu l t i n such a question. Thus, opinions about an idea may we l l depend 
on managers' reading habi ts . These, as w i l l be seen l a t e r , are not impressive. 
I t seems l i k e l y therefore , i n the brewing industry at leas t , that l i t t l e 
more than a short glance i s given to such topics , suggesting that managers 
knowledge and information would r e f l e c t the face-value of the reports . Before 
looking at t h i s , Wilkinson 's , 1970, "Survey of Some Western European Experi-
ments i n Motivat ion" should be mentioned. 
Unlike Cummings et a l . , Wilkinson d i r e c t l y contacted the companies which 
had done ' relevant work' yet he found "very few companies i n Europe have 
carr ied out work of t h i s k ind on a s i g n i f i c a n t scale or have been involved 
f o r more than 12-18 months, the fac t i s that the three large companies i n the 
world who, f o r the past four or f i v e years, have been receiving wide p u b l i c i t y 
f o r t he i r experiments on job enrichment and work s t ruc tu r ing are v i r t u a l l y 
the only companies where large numbers of employees have been involved i n 
th i s kind of work over a f a i r l y long per iod ." (1970, p . 2 ) , (emphasis i n 
o r i g i n a l ) . This raises three points on the work group reports : 
1. Although Wilkinson's statement was made i n 1970, i t does appear, as f a r 
as work groups are concerned, that the durat ion of the changes had been played 
down. I t i s mentioned i n only 12 reports : two as ongoing/continuing; seven 
under 18 months durat ion; two f o r over two years, and one over 20 years. 
2. S imi l a r l y , very few cases were mentioned where ' large numbers of employees 
have been invo lved ' . F i f t een of the 35 projects were of changes where less 
than 40 people were a f fec ted ; 7 reports where between 41 and 80 employees 
had been a f fec ted ; s ix where 81-150 employees were a f fec ted and 7 reports 
re lated to changes where over 150 had been af fec ted by the changes ( O l i v e t t i , 
P h i l i p s , Donnelly Mir ro r s , GLC Housing Author i ty , Esu-Esu Sei jaku, Mackawa 






Less than 40 15 
41 - 80 7 
81 -150 6 
Over 18'0 7 
Of course, what one takes to be a large number of employees i s open to 
in t e rp re ta t ion but a good proportion of these ohanges i n work organisation 
do not appear to have affeoted a substant ia l percentage of the employees, 
e .g. 90 out of 850; 125 employees i n the 21st largest US company; 75 out 
of 8000; 24 out of 3400. However, i n f i v e oases (Emcar; Butter manufacturing 
company, Iowa; Phi l ips Factory; Volvo truck d i v i s i o n , Donnelly Mirrors ) a l l 
the employees - at least at shop f l o o r l eve l - appear to have been af feoted 
i n that company or d i v i s i o n . Thus the a p p l i c a b i l i t y of the idea i n 
companies where there i s a large workforoe may not always be apparent, 
although i t should be pointed out that i n only ha l f of the reports was 
th i s fac tor mentioned. 
3. The prominence of a few companies which Wilkinson noted i s also to 
be found wi th work groups. 
Volvo and Saab, General Foods, Norsk Hydro and Phi l ips are the f i v e 
companies which are most f requent ly reported and/or re fe r red to: 14; 8; 4; 
4; 4 and which are current ly undertaking work i n th i s area. (However, 
regarding AWGs i t should be remembered that of 48 companies mentioned -
i n d e t a i l or i n passing - only s ix were of ten mentioned. But work i n 42 
other companies was at least known about.) In t e re s t ing ly , f i v e mentions 
were made of the UK ooal-mining changes. Thus out of the 48 oompanies 
which have been named i n a l l the reports , these s ix are most mentioned, 
wi th only Volvo and Saab receiving subs tan t ia l ly more mentions that the 
others. That the coal-mining work i s so f requent ly mentioned suggests not 
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only that i t i s seen as an important innovation i n the f i e l d but also 
that there has been no other major attempt i n the UK (worth w r i t i n g 
about or whioh i s known about) sinoe the 1950s. Indeed, th i s i s suggested 
also by Wilkinson's comment regarding the multi-unionism found i n the UK 
"This kind of problem was, i n f a o t , one reason why some B r i t i s h researchers 
i n t o motivation i n industry came to Norway to conduct t he i r experiments, 
having suffered f r u s t r a t i o n i n the face of B r i t i s h union a t t i t udes . " (1970, 
p . 9 ) . However, Wilkinson does note that a number of ' l i m i t e d experiments' 
(1970, p.2) have taken place i n the UK. 
S imi l a r l y , eohoing a comment made e a r l i e r about the l i m i t e d duration 
of many of the ohanges, Wallenburg e t a l . note "The s t r i k i n g thing about the 
development of job s t ruc tu r ing i s tha t , so f a r , i t has hardly gone beyond 
the experimental stage; i n other words, i t has been applied only i n the 
form of small-scale, short-term experiments." (1979, p.164). To the extent 
that these factors are apparent i n the publ icat ions , then the marginal 
nature of such ideas must be re inforced; an opinion which receives support 
from the l i m i t e d number of ohanges Wallenburg e t a l . (1979) found i n the 
Netherlands, the r e l a t i v e l y few organisations whioh are mentioned regarding 
work groups, and the over-emphasis and repor t ing of a few well-known and 
wel l -publ ic ized examples. 
In tu rn , the l i m i t e d nature and extent of many of the changes helps 
explain the lack of information i n many of the publ ica t ions . When combined 
w i t h the problems of maintaining access whioh j ou rna l i s t s and others have 
to cope w i t h , the paucity of information becomes more understandable. This , 
however, does not obviate the f i n d i n g that there i s select ive presentation. 
What i t brings in to question i s 'who i s doing the select ing? ' - the company 
or the reporter? Even though i t can be shown that companies c a r e f u l l y 
prepare and screen the information which they make available to interested 
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observers, the role of reporters of work changes should be examined. Are 
they simply meant to regurgitate what they are fed by oompanies, to 
evaluate c r i t i c a l l y , or to probe i n to unanswered questions? While i t 
would be easy to adopt an 'ought to* pos i t ion , t h i s i s an aspect of 
repor ters ' ( i n the widest sense) a c t i v i t i e s which i t would be inerest ing 
to inves t iga te . 
Overal l , then, there i s a broad correspondence between the f ind ings 
of these three studies and the analysis made here of a sample of p u b l i -
cations on AWGs. The posi t ive aspects are stressed and unsuccessful 
experiments tend to go unreported. The i n t e r n a l and external v a l i d i t y of 
the reports i s questionable i n both. There i s again a lack of information 
on the durat ion, extent and content of the changes. And f i n a l l y , a 
tendency - though less marked w i t h regard to AWG publications - f o r a few 
companies to be prominent. 
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PART THREE 
(a) Knowledge of AWGs i n the brewing industry 
I t i s in te res t ing to compare the descriptions of work groups given by 
the managers i n the brewing industry and those emphasised i n the publicat ions 
and notice which dimensions have been noted and/or remembered i n association 
w i t h the idea. Twenty four respondents were asked about AWGs - i f the 
phrase was recognised, and, i f not , had they heard of the Volve experiments? 
Only one had heard of nei ther , while 15 (63%) knew and could give a ooherent 
explanation of the phrase AWGs, while another 8 (33%) knew of the work 
carried out at Volvo, and could go on to give some account of the changes 
there. 
That the term 'AWG' was so o f ten known or recognised seemed surpr i s ing 
given that the work 'autonomy' was only d i r e o t l y mentioned i n 32 reports (40%). 
However, the work 'group' was used i n 56 cases (70% of the t o t a l ) thus i t 
seems l i k e l y that i t was the word 'group' which was picked up p a r t i c u l a r l y 
by the 63% of the respondents who recognised the phrase. 
Whilst only 14 of the 94 references to oompanies i n the publications 
refer red to Volvo, rauoh oloser association was made wi th Volvo i n the 
interviews - 33% knowing of the company's work. But th i s should be 
interpreted wi th caution as i t was the interviewer who i n i t i a l l y mentioned 
the company, not the respondent<, However, when the proportion of references 
to one company as a proportion of a l l references to other companies are 
compared we f i n d that a much stronger association i s made wi th Phi l ips than 
wi th Saab, possible due to the f a c t that Phi l ips has plants i n the UK and 
that knowledge may be more easi ly obtained w i t h i n , rather than aoross, 
borders. The greater emphasis on the UK i n the interviews r e f l e c t s the 
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question posed i n the interviews which asked about work groups i n B r i t a i n . 
That f i v e of the 11 UK companies mentioned i n the interviews were not 
mentioned i n any of the publicat ions i n the sample suggests that reading 
might not be the only important souroe of informat ion. However, i n asking 
respondents where they had heard of the idea, 50. mentioned some publ ica t ion 
book, j ou rna l , magazine or newspaper, 8% mentioned TV or f i l m ; 4% a course, 
and the rest could not remember or d i d n ' t know. (The f a c t that suoh a 
large proportion - 38% - could not remember suggests 1) that no pa r t i cu la r 
type of source i s brought to mind regarding such topics , and by extension, 
i d e n t i f i e d when seeking information on suoh topics ; and, 2) that the auto-
matic or at least verbalised association i s not w i t h published material i n 
a substant ial proportion of cases). 
The names of academics and others associated w i t h work groups were 
not of ten mentioned i n the interviews. But 13% of the respondents re fe r red 
to the work of T r i s t & Bamforth or the Tavistock. And, i n the publ icat ions, 
11 of the 36 publications (35%) made reference to publicat ions of members 
of the Tavistock, or to the Tavistock i t s e l f . Thus 35% of the publications 
made some reference to the work of the Tavistock while only 13% of the 
respondents made any such associat ion. So, the stronger association i n the 
publications wi th the work of the Tavistock was not r e f l ec t ed i n the 
interviews. 
The respondents were asked what they thought the phrase 'AWG' meant and 
what i t en ta i led . To compare the proportion of respondents who mentioned 
various concepts w i t h the proport ion of reports which also mentioned those 
concepts might give some idea about what has been picked up, what neglected 
e tc . Of course, as noted above, i t oannot be assumed that a l l information 
input i s through publ icat ions , and indeed, a good proport ion i s received 
from other sources. Nevertheless, i t i s in te res t ing to compare the two. 
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Why work groups might be t r i e d , and the b e n e f i t s t h e i r a p p l i c a t i o n 
b r i n g s : 
I n t e r v i e w s Cases 
A t t i t u d e s 9 39% 35 44% 
Q u a l i t y 4 17% 10 12.5% 
Withdrawal (LT and AB) 3 13% 40 50% 
P r o d u o t i v i t y 4 17% 32 40% 
Costs 2 9% 9 11% 
F l e x i b i l i t y - - 7 9% 
Recruitment 1 4% 1 1% 
These two s e t s of f i g u r e s are not d i r e o t l y comparable - the f i r s t r e f e r s 
to reasons why work groups might or have been t r i e d , and the second oolumn 
to the b e n e f i t s claimed i n the oases. N e v e r t h e l e s s , the a s s o c i a t i o n s made 
wit h work groups and the problems they could d e a l w i t h are l i k e l y to r e f l e c t 
the p r e s e n t a t i o n s . There are no tremendous d i f f e r e n c e s between the f i g u r e s 
but there i s a g r e a t e r emphasis on withdrawal (absenteeism and labour 
turnover) and p r o d u c t i v i t y i n the c a s e s . T h i s may be p a r t l y e x p l a i n e d 
f i r s t l y by the f a i r l y low LT which i s e x p e r i e n c e d i n the brewing i n d u s t r y ; 
and secondly, by the nature of the brewing process which i s continuous and 
th e r e f o r e l e s s a b l e to be a f f e c t e d by t h e o r i e s such as AWGs. 
I t i s i n t e r e s t i n g a l s o to compare the a s p e c t s mentioned i n the 
p u b l i c a t i o n s and those i n i n t e r v i e w s r e g a r d i n g AWGs. The d i f f e r e n c e 
between the number of mentions i n p u b l i c a t i o n s and i n i n t e r v i e w s : 
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Number of a s p e c t s mentioned 
Whole product 
Problems (negative mention) 
R e s p o n s i b i l i t y 
Autonomy 
Supervisory r o l e changes 
Demarcation l i n e s 
Assembly l i n e / o p e r a t o r s 
Job enrichment 
Job r o t a t i o n / t a s k interchange 
Group technology 
S e l f c o n t a i n e d / s e l f governing or 
freedom from task d i r e c t i o n 
( X N = 40) ( 2 N = 24) 
P u b l i c a - I n t e r -






























P u b l i c a -








(many mentioned more than one aspeot so there i s a great d e a l of o v e r l a p ) 
I t ought to be pointed out however that the p u b l i c a t i o n s were w r i t t e n by 
people who f e l t themselves q u a l i f i e d to w r i t e on the s u b j e c t w h i l e the 
respondents could be expected n e i t h e r to be very knowledgeable on the 
s u b j e c t nor to be a l i v e to the f i n e r p o i n t s . That there i s so much c o r r e s -
pondence between the two i s , t h e r e f o r e , s u r p r i s i n g . 
A s s o c i a t i o n w i t h the i d e a s behind j o b enrichment, job r o t a t i o n and 
group technology were made f a i r l y evenly i n both c a s e s . S i m i l a r l y , t h a t 
work groups are o f t e n l i n k e d to assembly l i n e methods of production was 
f a i r l y e q u a l l y noted. What has been c l a s s i f i e d as 'freedom from task 
d i r e c t i o n ' i n work groups - the s e l f - c o n t a i n e d and s e l f - g o v e r n i n g group 
making i t s own d e c i s i o n s - was mentioned i n a s i m i l a r proportion of the 
samples. But r e g a r d i n g three a s p e c t s , perhaps the most c e n t r a l of work 
groups: r e s p o n s i b i l i t y , autonomy and the r o l e of s u p e r v i s o r s , there i s a 
marked d i f f e r e n c e i n mention - s u g g e s t i n g that these dimensions of work 
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groups w h i l s t mentioned i n p u b l i c a t i o n s are not given the same amount of 
a t t e n t i o n as f a c e t s such as 'following a task through from s t a r t to f i n i s h ' . 
I t i s t h i s 'whole ta s k ' which was one of the few a r e a s on which the respon-
dents l a i d much st r o n g e r emphasis than d i d the p u b l i c a t i o n s . There i s no 
obvious reasons why t h i s aspect should have been s t r e s s e d . I t might r e f l e c t 
the g r e a t e r a t t e n t i o n which has been given to the Volvo company i n the UK 
media where the c a r assembly workers c a r r y out a number of jobs on a 
p a r t i c u l a r s e c t i o n of the c a r . I t might be t h a t i t i s t h i s a s p e c t which 
i s presented as being the most o e n t r a l to the work group i d e a . I t may be 
an e y e - c a t c h i n g aspect given the e a r l i e r comments of the r e a l i t y of demar-
c a t i o n l i n e s i n the UK. Or, i t may be simply that i t i s the e a s i e s t to 
'see' as being d i f f e r e n t and n o v e l . 
While no e x p l i c i t mention was made of trade unions, the g r e a t e r emphasis 
on demarcation l i n e s i n the i n t e r v i e w s perhaps r e f l e c t s t h i s a s p e c t where 
the respondents r e f e r to matters which appear r e l e v a n t or c r i t i c a l to them, 
yet the f a i l u r e to mention trade unions i s i n t r i g u i n g s uggesting that r e p o r t s 
are taken a t fa c e value w i t h l i t t l e c o n s i d e r a t i o n being given to applying 
the concept. 
I t i s i n t e r e s t i n g t h a t so l i t t l e mention was made by the respondents 
of the problems which might be encountered i n work groups - t h i s probably 
r e f l e c t s the tendency f o r p u b l i c a t i o n s to present a few problems y e t proceed 
l a t e r to e x t o l the b e n e f i t s of the changes. T h i s i s p a r t i c u l a r l y i n t r i g u i n g 
because of the respondents who gave an opinion on the s u c c e s s of the work 
at Volvo, four s a i d i t had been a s u c c e s s (two s a i d a q u a l i f i e d s u c c e s s ) 
w h i l s t s i x s a i d i t had not been, and a f u r t h e r four e xpressed doubt about 
the outcome, e.g. 'some say y e s , some no...'. Thus, w h i l s t at l e a s t ten 
of the respondents were aware that the r e s u l t s a t Volvo were not a l t o g e t h e r 
good, only two respondents mentioned problem a r e a s , s uggesting perhaps that 
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any reportage of the f a i l u r e of work a t Volvo was as l a c k i n g i n d e t a i l e d 
i nformation as the r e p o r t s of s u c c e s s . 
While there i s u n l i k e l y to be an easy or n e c e s s a r y d i r e c t l i n k between 
rea d i n g a r t i c l e s or books and implementing changes i n work o r g a n i s a t i o n , 
the appeal which the i d e a appears to enjoy i n the brewing i n d u s t r y c o n t r a s t s 
w i t h the l i m i t e d c o n s i d e r a t i o n i t s use has been given. There are a number 
of p o s s i b l e reasons for t h i s , the most co n v i n c i n g being t h a t the changes i n 
work o r g a n i s a t i o n have been a s s o c i a t e d w i t h i n d u s t r i e s other than brewing 
and t r a n s l a t i o n to the brewing or other i n d u s t r i e s not presented. Although 
work o r g a n i s a t i o n changes have been undertaken i n one brewing company, t h i s 
has not been widely reported and knowledge of i t w i t h i n the brewing i n d u s t r y 
i s very l i m i t e d . Secondly, that such changes are a s s o c i a t e d w i t h companies 
f a c i n g severe problems, a f a c t o r noted i n the brewing i n t e r v i e w s . The l a c k 
of c o n s i d e r a t i o n given to the idea may be due to other f a c t o r s : the l a c k of 
c l e a r r e p o r t i n g and the d e a r t h of information regarding implementation; 
the f a i l u r e of p u b l i c a t i o n s to confront p r a c t i c a l i s s u e s such as trade 
unions, demarcation l i n e s , e t c . I t may be t h a t the respondents merely 
wishe<f to appear au f a i t w i t h , and a p p r e c i a t i v e of, such ideas because they 
are seen as 'advances' and by e x t e n s i o n 'good' or t h a t they wished merely 
to p l e a s e the i n t e r v i e w e r w i t h regard to what they saw as her a r e a of 
i n t e r e s t , 
G e n e r a l l y then, although there i s a rough correspondence between the 
dimensions of work groups which are ment ioned i n the p u b l i c a t i o n s and by 
the respondents, some important d i f f e r e n c e s e x i s t . These d i f f e r e n c e s which 
r e l a t e p r i m a r i l y to the notion of r e s p o n s i b l e autonomy and of the r e s u l t i n g 
a l t e r a t i o n to the s u p e r v i s o r ' s r o l e a re hard to e x p l a i n . While they may 
have been played down i n the p u b l i c a t i o n s ( t o e v a l u a t e the degree to which 
t h i s has occurred would be an almost impossible t a s k without lengthy 
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semantic a n a l y s i s ) , t h e i r omission may be due to the e x i s t e n c e i n B r i t i s h 
i n d u s t r y of an image of the worker as 1) i n s t r u m e n t a l 2) unable to work 
without s u p e r v i s i o n ; 3) i n some way d i f f e r e n t from the European, and 
i n p a r t i c u l a r the Scandinavian, worker. Indeed, the i d i o s y n c r a s i e s of the 
i n d u s t r i a l r e l a t i o n s sphere i n B r i t a i n i s an o f t e n heard comment. 
That the as p e c t w i t h l e a s t r a d i c a l p o t e n t i a l - the whole t a s k which 
can l e a d to g r e a t e r f l e x i b i l i t y and hence ad a p t a t i o n to changing market 
deaand - i s the most mentioned, suggests t h a t the idea of work groups has 
been d e - r a d i c a l i s e d . I n emphasising a whole t a s k , the ideas and philosophy 
of AWGs are n e g l e c t e d i n favour of a usable and p r a c t i c a l technique. By so 
doing any t h r e a t to managerial p r e r o g a t i v e s has been n e a t l y bypassed and 
a p o t e n t i a l l y r a d i c a l i d e a defused. While c a u t i o n would have to be taken 
i n propounding t h i s view, i t i s the case t h a t the idea of AWGs has seldom, 
i f e v e r , been implemented (and r e p o r t e d ) i n any way which compares favourably 
w i t h the p r a c t i c e s r e p o r t e d i n coal-mining. 
(b) F u r t h e r C o n s i d e r a t i o n s 
Underlying much of the d i s c u s s i o n throughout the a n a l y s i s of AWGs has 
been the notion of the model of man which i s , sometimes i m p l i c i t l y , presented. 
I f the worker i s seen as being capable of a gr e a t d e a l more than i s p r e s e n t l y 
being demanded of him, there i s l i k e l y to be a r e a d i e r acceptance t h a t 
s u b s t a n t i a l changes i n work are n e c e s s a r y and v i c e v e r s a . Looking more 
c l o s e l y a t the p u b l i c a t i o n s examined here, changes which i n v o l v e groups of 
workers seem to be f r e q u e n t l y presented as r e l a t e d to job r o t a t i o n or 
enrichment. Although there i s no reason why such changes should not i n c l u d e 
more than one kind of id e a , i t i s u n l i k e l y that the model of man i m p l i c i t 
i n job r o t a t i o n or even job enrichment bears much r e l a t i o n to the model 
presupposed by AWGs. The emphasis on the i n d i v i d u a l r a t h e r than on the 
group noted e a r l i e r should a l s o be borne i n mind here. While i t i s d i f f i c u l t 
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to make e v a l u a t i o n s of the model of man presented i n the p u b l i c a t i o n s , a 
t e n t a t i v e and admittedly s u b j e c t i v e a p p r a i s a l has been made. 
Model of Man 
Cases Percentage 
L i m i t e d p o t e n t i a l 48 60% 
Considerable p o t e n t i a l 20 25% 
E x c e l l e n t p o t e n t i a l 5 6% 
M i l i t a n t 3 4% 
Unclear /muddled/mixed 4 5% 
80 100% 
From t h i s , i t seems that 60% of the p u b l i c a t i o n s present what might be 
c a l l e d a ' l i m i t e d ' model of man or a t l e a s t one which does not imply a 
p o t e n t i a l of the workforce to accomplish much more than they a l r e a d y manage. 
25% present a view of man as having c o n s i d e r a b l e p o t e n t i a l i n the workplace.-
i n t a k i n g r e s p o n s i b i l i t y and p a r t i c i p a t i n g i n the a f f a i r s of the o r g a n i s a t i o n . 
Only 4% of the p u b l i c a t i o n s present the employee as m i l i t a n t or as being 
i n c o n f l i c t with the aims of management, wh i l e 6% given an e x c e l l e n t model 
of man, as one who needs minimal or no s u p e r v i s i o n and who can operate 
autonomously f o r extended period of time. N e v e r t h e l e s s , the p r e v a i l i n g 
view of the worker (and most of the s t u d i e s r e l a t e to shop f l o o r workers) 
tends to be one which does not over-emphasise t h e i r c a p a b i l i t i e s or 
p o t e n t i a l A view i n which management decides without p a r t i c i p a t i o n or 
even c o n s u l t a t i o n what i s to be changed, how and when: th a t i t i s management 
that has the k n o w l e d g e / e x p e r i e n c e / a b i l i t y whereas the worker i s i m p l i c i t l y 
seen to be l a c k i n g i n these a t t r i b u t e s . 
However, i t i s d i f f i c u l t i f not impossible to t r a c e where t h i s 
p e r s p e c t i v e comes from. I s a change programme embarked upon because the 
theory and the model of man i t c o n t a i n s appeal to management? Are attempts 
made to modify, to d e r a d i c a l i s e the theory when i t s use i s planned? Does 
- 154 -
the commentator present a view he t h i n k s w i l l be a c c e p t a b l e to h i s audience? 
F i r s t l y , i t i s apparent t h a t a l l t h e o r i e s or models f o r changes i n the 
o r g a n i s a t i o n c o n t a i n a model of man. Secondly, i t i s apparent from many of 
the r e p o r t s examined above, t h a t the t h e o r i e s are modified w i t h i n companies. 
T h i r d l y , the p e r s p e c t i v e o f f e r e d by the commentator w i l l i n turn have i t s 
own model of man - i n e x t o l l i n g or c r i t i s i n g changes, e t c . I t i s extremely 
d i f f i c u l t to a s s e r t the primacy of one of these f a c t o r s . T h e o r i e s which 
are used, or, enjoy a measure of p o p u l a r i t y , are those that appear and are 
l i k e l y i n some way to meet the demands or at l e a s t c o i n c i d e w i t h views h e l d 
i n s t r a t e g i c a reas of s o c i e t y . Which t h e o r i e s are used are s e l e c t e d from 
what i s a v a i l a b l e , and informed perhaps a l s o by previous t h e o r i e s and t h e i r 
implementation. Whether changes are worthy of r e p o r t i n g i s decided upon 
by the p u b l i c a t i o n e d i t o r as w e l l as the j o u r n a l i s t . Correspondingly, 
the a c c e s s to f u r t h e r information depends on the stance taken by the 
company or o r g a n i s a t i o n . 
There i s no easy answer to who and what pr o c e s s e s a f f e c t the ideas 
which are presented i n p u b l i c a t i o n s . There i s a constant i n t e r a c t i o n 
between a l l the elements i n the process; f e e d i n g - i n to one another, t a k i n g 
cognizance of the presumed and known aims and i n t e r e s t s of one another and 
i n f l u e n c e s from q u i t e d i f f e r e n t spheres: government p o l i c i e s , p r e v a i l i n g 
i n t e r e s t s i n other a r e a s , economic p o l i c i e s and many, many o t h e r s . S i m i l a r l y , 
there can be no simple i d e n t i f i c a t i o n of s t r a t e g i c gatekeepers to i n f o r -
mation - w i t h i n a company or i n the a r e a of p u b l i c a t i o n . Indeed, even the 
62 
concept of a gatekeeper may be m i s l e a d i n g . There are always other 
sources of information which can be tapped and other people who would wish 
to w r i t e or to p u b l i s h the i n f o r m a t i o n . 
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I f c o n s i d e r a t i o n i s given to how ideas contained w i t h i n the o r i g i n a l 
conception of AWGs s u r v i v e d , i t can be seen t h a t q u i t e a few have f a l l e n 
by the wayside. There are problems i n t r y i n g to c o n s i d e r t h i s . For 
example: the term ' s k i l l ' r e g a r d i n g the ' a l l - r o u n d worker' of the c o a l -
mines i f used to r e f e r to an assembly l i n e worker who has been given a 
number of a d d i t i o n a l but s i m i l a r t a s k s debases the o r i g i n a l n o tion. To 
the extent that d e s k i l l i n g of shop f l o o r workers has p r o g r e s s i v e l y occurred 
then r e l a t i v e to other j o b s a t the present moment the word ' s k i l l ' may not 
be so misleading. S i m i l a r l y , the o r i g i n a l work was undertaken over 30 
y e a r s ago and i t could be argued that changes i n the o r i e n t a t i o n s and 
perceptions of the workforce have occurred. Some changes have taken p l a c e . 
Most n o t i c e a b l e i s the n e g l e c t of the common-paynote. Although a few 
r e p o r t s mention the use of group bonus payments, t h i s i s i n a d d i t i o n to an 
i n d i v i d u a l wage paid d i r e c t by the oompany and t h i s could arguably l e a d to 
decreased s o l i d a r i t y between group members and, of course, fewer p r e s s u r e s 
on the i n d i v i d u a l by the group. That groups should be s e l f - s e l e c t e d i s 
s i m i l a r l y n e g l e c t e d - p o i n t i n g once again to the management i n i t i a t i o n of 
changes and to the l a c k of choice open to p a r t i c i p a n t s . The worker i n i t i a t e d 
f e a t u r e of coal-mining groups i s a l s o missing and i s an aspect c l o s e l y 
l i n k e d to the seldom-mentioned need f o r a t r a d i t i o n of group working, or a t 
l e a s t of autonomy i n work p r a c t i c e s . 
While the o r i g i n a l n o t i o n of r e s p o n s i b l e autonomy does seem to have 
been eroded, the p u b l i c a t i o n s do r e f e r to the g r e a t e r r e s p o n s i b i l i t y of the 
employee, a f a c t o r which r e c e i v e s muted support from the in f r e q u e n t mention 
of a changed s u p e r v i s o r y r o l e . As noted e a r l e r , the model of man presented 
i n the p u b l i c a t i o n s does seem to be more l i m i t e d than t h a t presented by 
T r i s t and Bamforth. One as p e c t which does seem to have r e t a i n e d i t s 
importance, a t l e a s t as r e f l e c t e d i n the i n t e r v i e w s , i s that of a whole 
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t a s k , a complete c y c l e of o p e r a t i o n s . Whatever the reason f o r t h i s - to 
i n c r e a s e f l e x i b i l i t y , to reduce the impact of absenteeism or labour 
turnover, e t c . - i t would appear that there i s continued i n t e r e s t i n 
r e v e r s i n g the trend to the fragmentation of t a s k s . 
But the o v e r a l l concept, w i t h i t s r a d i c a l i m p l i c a t i o n s and p o t e n t i a l has 
s u f f e r e d . There i s good cause f o r s a y i n g t h a t an i d e a which o r i g i n a t e d i n 
the workforce has been taken up and used a g a i n s t them i n an attempt to 
improve p r o d u c t i v i t y , performance and attendance. Support f o r t h i s comes 
from the type of b e n e f i t s which are claimed w i t h p r o d u c t i v i t y , performance 
and attendance accounting f o r the l a r g e m a j o r i t y of claimed b e n e f i t s . The 
f a c t t h a t b e n e f i t s to the workforce tend to be i n t a n g i b l e , i . e . job s a t i s -
f a c t i o n , while the b e n e f i t s to management are only too t a n g i b l e , lends 
f u r t h e r credence to t h i s argument. Any gain i n t h i s way always seems to 
be matched by a gain i n p r o d u c t i v i t y . Indeed, i n some cases t h i s i s made 
e x p l i c i t as i n J e n k i n s ' r e p o r t on Atlas-Copco where i t i s reported the t o t a l 
wage b i l l rose l e s s than p r o d u c t i v i t y . 
The arguments put forward regarding the work of F.W. T a y l o r t h a t 
management takes the knowledge of workers and hands i t back to them piecemeal s t i l l 
seem to hold good i n the case of AWGs. (see Braverman, 1974). Of course, 
ideas seldom s u r v i v e i n t h e i r e n t i r e t y over time, p a r t s being modified and 
r e f i n e d . But t h a t such a l i m i t e d amount of d e t a i l i s given i n r e p o r t s on 
work groups points to a s i m p l i f y i n g process and one which reduces the 
chanoes of s u b s t a n t i a l l y a l t e r i n g the o r g a n i s a t i o n of work through any system 
of idea which runs counter to the ideas p r e v a i l i n g - e s p e c i a l l y t h a t of the 
ourrent model of man. The l a c k of emphasis on the e l i m i n a t i o n , or substan-
t i a l l y a l t e r e d r o l e , of the foreman po i n t s to an u n w i l l i n g n e s s or a r e s i s t a n c e 
to see the worker as capable of c o n t r o l l i n g h i s own a c t i v i t i e s . The worker 
who i s presented s t i l l has to be s u p e r v i s e d , to be d i r e c t e d - he cannot 
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thin k f o r h i m s e l f but needs to be i s s u e d w i t h orders from h i s ' s u p e r i o r s ' : 
a view of the worker which has l o s t s u r p r i s i n g l y l i t t l e ground s i n c e i t s 
conorete for m o l a t i o n i n the work of F.W. T a y l o r . T r u l y r a d i c a l would be 
change i n the ideas held about the worker r a t h e r than change merely i n 
the p r a c t i c e s r e g a r d i n g the o r g a n i s a t i o n of work. I t i s of course h a r d l y 
s u r p r i s i n g to conclude that i t i s the philosophy r a t h e r than the techniques 
which are r e s i s t e d - i t would be s u r p r i s i n g i f i t were othe r w i s e . Manage-
ment are haijdly l i k e l y to adopt w i t h a l a c r i t y a group of ide a s whose impact 
would be to weaken or a l t e r t h e i r c o n t r o l over i n d u s t r i a l and other 
, . 6 3 o r g a n i s a t i o n s . 
Thus, an examination, and a n a l y s i s of a sample, of the p u b l i c a t i o n s 
r e l a t i n g to AWGs has shown where, when and how such an idea i s presented. 
A handful of people have been found to be r a t h e r prominent and the importance 
of a couple of management o r g a n i s a t i o n s - the BIM and IPM - suggested. The 
predominance of magazine/journal a r t i c l e s and academic authors was noted. 
The p r e s e n t a t i o n of AWGs i n a sample of p u b l i c a t i o n s was found to be some-
what mis s i o n a r y i n f l a v o u r , l a c k i n g i n oonorete information, and w i t h a 
tendency to be u n c r i t i c a l . The broad agreement w i t h the f i n d i n g s here and 
those i n three other s t u d i e s i n the f i e l d of work o r g a n i s a t i o n suggests 
that the t o p i c of AWGs i s not too i d i o s y n c r a t i c . I n comparing the f i n d i n g s 
r e g a r d i n g the p u b l i c a t i o n s w i t h the comments of respondents i n the brewing 
i n d u s t r y , the most notable a s p e c t s was the d e - r a d i c a l i s a t i o n of the AWG 
concept by the emphasis on the 'whole t a s k ' by the managers. T h i s , i n tu r n , 
suggested t h a t , not s u r p r i s i n g l y , i t i s techniques r a t h e r than changes i n 
64 philosophy which managers a b s t r a c t from the s o c i a l or be h a v i o u r a l s c i e n c e s . 
CHAPTER FOUR 




How do people I n I n d u s t r y get t h e i r information? How and what a r e 
they t o l d ? One obvious way i s through i n f o r m a t i o n - g i v i n g bodies. Various 
o r g a n i s a t i o n s have been s p e c i f i c a l l y s e t up to a c t as in f o r m a t i o n p r o v i d e r s 
and a d v i s e r s to i n d u s t r y . Having a d i s t i n c t i v e competence as l i n k e r s they 
p a t e n t l y have a r o l e to pla y i n the d i f f u s i o n of i d e a s and p r a c t i c e s . But 
what r o l e do such o r g a n i s a t i o n s p l a y i n d i f f u s i n g i d e a s from i n d u s t r i a l 
s o c i o l o g y ? What amount and l e v e l of information do the s e o r g a n i s a t i o n s have 
reg a r d i n g i n d u s t r i a l s o c i o l o g y and AWGs? I n what ways do they d i f f u s e 
i n d u s t r i a l s o c i o l o g y ? What are the opinions i n these o r g a n i s a t i o n s about 
i n d u s t r i a l s o c i o l o g y ? What demand i s t h e r e from those i n the i n d u s t r y f o r 
inf o r m a t i o n on t o p i c s such as AWGs? Do the o r g a n i s a t i o n s i n i t i a t e i n t e r e s t 
i n a t o p i c or do they respond to a l r e a d y expressed i n t e r e s t by those i n 
i n d u s t r y ? 
( a ) Method 
I n an attempt to f i n d answers i t was decided to approach a number of 
these o r g a n i s a t i o n s . A l t o g e t h e r 109 o r g a n i s a t i o n s were approached, t en of 
which were s p e c i f i c a l l y concerned w i t h the brewing i n d u s t r y . There were 
two p a r t i c u l a r l y u s e f u l sources f o r information on o r g a n i s a t i o n s s e r v i c i n g 
B r i t i s h i n d u s t r y : the D i r e c t o r y of B r i t i s h A s s o c i a t i o n s and Wilson e t a l ' s 
' S o c i a l S c i e n c e Research and I n d u s t r y ' (1971) - i t seemed p o i n t l e s s to 
w r i t e to a l l the o r g a n i s a t i o n s l i s t e d i n the D.B.A. - s o c i e t i e s concerned 
with v i r o l o g y and s c i e n c e f i c t i o n w r i t e r s h a r d l y seemed very c e n t r a l to 
the enquiry: some s e l e c t i o n was t h e r e f o r e n e c e s s a r y . While to some extent 
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the s e l e c t i o n was a r b i t r a r y and p e r s o n a l , t h i s was not n e c e s s a r i l y c r i t i c a l 
f o r , i n w r i t i n g to o r g a n i s a t i o n s they i n turn recommended others to c o n t a c t , 
so that h o p e f u l l y f a i r coverage was obtained. Other sources of information were 
a l s o used, such as the WRU, the I.L.O.'s 'Management P r o d u c t i v i t y ' , 1976, 
(p.123-9), and i n d i v i d u a l s known to be working i n the f i e l d . 
L e t t e r s were w r i t t e n i n i t i a l l y to a l l the v a r i o u s o r g a n i s a t i o n s d i s c o v e r e d 
through r e f e r e n c e books and personal knowledge, and secondly, to the other 
o r g a n i s a t i o n s recommended by those f i r s t w r i t t e n to. Thus, f o r i n s t a n c e , 
the E n g i n e e r i n g Employers F e d e r a t i o n recommended that the Management Centres 
of four of t h e i r A s s o c i a t i o n s be approached, and the C o u n c i l of E n g i n e e r i n g 
I n s t i t u t i o n s recommended c o n t a c t i n g i t s 52 e n g i n e e r i n g i n s t i t u t i o n s members 
which i t d e a l t w i t h on questions of education and t r a i n i n g . 
The aims of the o r g a n i s a t i o n s v a r i e d . Many acted as a p r o f e s s i o n a l 
a s s o c i a t i o n and were concerned w i t h running conferences, seminars, e t c . 
as w e l l as w i t h p r o f e s s i o n a l examinations. Some were Employers A s s o c i a t i o n s ; 
some purely e d u c a t i o n a l and t r a i n i n g bodies; other were bodies w i t h s p e c i f i c 
i n t e r e s t s ; w hile one or two were concerned w i t h trade u n i o n i s t s . But a l l 
had some connection with, and i n t e r e s t i n , i n d u s t r i a l , commercial and 
a d m i n i s t r a t i v e o r g a n i s a t i o n s . 
O r g a n i s a t i o n s from whom r e p l i e s were r e c e i v e d ; 
P r o f e s s i o n a l a s s o c i a t i o n / i n s t i t u t e s 40 
Trade, employers and other a s s o c i a t i o n s f o r ^ 
f u r t h e r i n g b usiness i n t e r e s t s 
Learned, s c i e n t i f i c and t e c h n i c a l s o c i e t i e s 11 
E d u c a t i o n a l o r g a n i s a t i o n s 9 




Information was obtained from 101 o r g a n i s a t i o n s . Six of these sources of 
information - those r e l a t i n g to the brewing i n d u s t r y - are not i n c l u d e d i n 
the r e s u l t s given immediately below; they w i l l be d i s c u s s e d s e p a r a t e l y . 
Thus r e p l i e s from 95 o r g a n i s a t i o n s w i l l be considered here. 
Number of o r g a n i s a t i o n s approached 109 
Did not r e p l y 8 
R e p l i e s r e c e i v e d 101 
Brewing i n d u s t r y a s s o c i a t i o n s e t c . 6 
O r g a n i s a t i o n s considered here: 95 
Regarding the n o n - r e p l i e s from e i g h t o r g a n i s a t i o n s , perhaps i t can be assumed 
tha t e i t h e r ( a ) they did not understand the question, w i t h the l i k e l i h o o d 
that i t s phrases were not f a m i l i a r to them, i n turn implying that no a c t i v i -
t i e s r e l e v a n t to i n d u s t r i a l sociology or AWGs took place; or (b) that the 
t o p i c and questions were deemed i r r e l e v a n t and the l e t t e r not worth answering. 
Only one person (employers a s s o c i a t i o n ) commented on the l e t t e r i t s e l f : 
"... I do not think your l e t t e r i s very a c c e s s i b l e to n o n - s o c i o l o g i s t s , and 
that t h i s may t h e r e f o r e reduce the number of r e p l i e s . " 
The l e t t e r which was sent read as f o l l o w s : 
Dear S i r , 
As part of my Ph.D. t h e s i s I am looking at the d i f f u s i o n of the f i n d i n g s 
of i n d u s t r i a l s o c i o l o g y to those i n i n d u s t r y . The idea whose c a r e e r I am 
p a r t i c u l a r l y t r y i n g t o ' t r a c e i s that of autonomous (or semi-autonomous) 
work groups. Can you t e l l me i f any of the a c t i v i t i e s of your o r g a n i s a t i o n 
are concerned 1) to f o s t e r the use of i n d u s t r i a l s o c i o l o g y - whether 
through courses, seminars, conferenceces, p u b l i c a t i o n s , e t c . , and 2) concerned 
i n any way w i t h the idea of autonomous work groups? I do r e a l i s e that these 
t o p i c s may be r a t h e r marginal to your main i n t e r e s t s but I do hope you can 
help me f i n d out how such ideas r e a c h people i n i n d u s t r y . I must apologise 
i n advance fo r any inconvenience my r e q u e s t s might cause. 
Yours f a i t h f u l l y , 
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Although i t might have been u s e f u l to use the phrase 'behavioural 
s c i e n c e ' as w e l l as ' i n d u s t r i a l s o c i o l o g y ' i n the l e t t e r t h i s would have 
had two drawbacks. F i r s t l y , the s t a f f of o r g a n i s a t i o n s concerned to supply 
information may be expected to be more informed than t h e i r members, and to 
use two phrases (even though one may be more a c c e s s i b l e ) when they do not 
mean the same thing to the w r i t e r , and may very w e l l not mean the same 
thing to the r e c i p i e n t , seemed l i k e l y to confuse the i s s u e and a l s o to be 
' t a l k i n g down'. Secondly, i t was wi t h the d i f f u s i o n of i n d u s t r i a l s o c i o l o g y 
t h a t the l e t t e r was concerned, i t would pre-empt the i s s u e to decide a p r i o r i 
that a t t h i s point i n the d i f f u s i o n process ' i n d u s t r i a l s o c i o l o g y ' had 
alr e a d y been t r a n s l a t e d i n t o 'behavioural s c i e n c e ' . 
Regarding the phrase AWGs used i n the l e t t e r , one person ( p r o f e s s i o n a l 
a s s o c i a t i o n ) r e f e r r e d to t h i s as 'incomprehensible j a r g o n ' i n d i c a t i n g 
u n f a m i l i a r i t y w i t h the term and a t l e a s t a l i t t l e antagonism to the phrasing 
of the l e t t e r . One respondent (trade a s s o c i a t i o n ) did mention, however, 
that AWGs are more l i k e l y to be known by the name of Group Technology by 
those i n production management. Few c r i t i c i s m s were made of the l e t t e r . 
I t was s u r p r i s i n g because I had assumed both i n d u s t r i a l s o c i o l o g y and 
AWGs would be somewhat e s o t e r i c a r eas of i n t e r e s t to most o r g a n i s a t i o n s . 
The assumption proved to be wrong. In f a c t , q u i t e a few o r g a n i s a t i o n a l 
spokesmen a s s e r t e d the c e n t r a l i t y of the t o p i c s . 
(b) The Replies, 
The r e p l i e s v a r i e d g r e a t l y i n length and d e t a i l . A few telephoned 
r a t h e r than wrote because: 1) they were unsure of the terminology; 
2) they wanted to d i s c u s s the matter i n more d e t a i l ; 3) and i n some cases 
because they wished to t a l k about t h e i r own r e s e a r c h work or i n t e r e s t s . 
When they did telephone, the opportunity was taken to e l i c i t more d e t a i l e d 
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information which w i l l be presented l a t e r . However, mainly the responses 
were w r i t t e n . 
Not a l l d i r e c t l y answered the qu e s t i o n s , some only answered one p a r t , 
or o b l i q u e l y answered another, a few merely s a i d 'they could not he l p ' 
w h i l e o t h e r s gave d e t a i l e d h i s t o r i e s of the AWG i d e a and how i t had d i f f u s e d . 
S t i l l o t h e r s gave e x t e n s i v e l i s t s of people and o r g a n i s a t i o n s to c o n t a c t . 
To reduce the r e p l i e s to the que s t i o n s to a yes or no, i s t h e r e f o r e , 
somewhat m i s l e a d i n g . So although an attempt has been made to c l a s s i f y the 
responses i n a f a i r l y simple and l e v e l l i n g manner, the d e t a i l e d comments w i l l 
be reported l a t e r i n order t h a t the range of r e p l i e s can be a p p r e c i a t e d . 
Regarding the c o n v e r s a t i o n s with, and l e t t e r s from, i n d i v i d u a l s i n the 
v a r i o u s o r g a n i s a t i o n s , two p o i n t s need to be made. F i r s t l y , t h a t the i n f o r -
mation given may be s p e c i f i c to th a t i n d i v i d u a l and not r e f l e c t the o f f i c i a l 
views of the o r g a n i s a t i o n . T h i s of course i s a general problem i n r e l a t i o n to 
any o r g a n i s a t i o n s . However, the wording of the l e t t e r made i t c l e a r t h a t i t 
was the o r g a n i s t i o n w i t h which I was concerned and the respondents would be 
aware of t h a t . I t was i n the comments which were a l s o o f f e r e d t h a t more 
personal views were l i k e l y t o be expressed. Secondly, i n some o r g a n i s a t i o n s 
there are dozens of a d v i s e r s and the information given w i l l vary from person 
to person - i t being l i k e l y t h a t g r e a t e r homogeneity w i l l occur i n the 
s m a l l e r o r g a n i s a t i o n s as a r e s u l t of s i m p l e r communications, although 
i n d i v i d u a l i t y may a l s o be found t h e r e . T h i s i s another aspect of such 
o r g a n i s a t i o n s which could bear i n v e s t i g a t i o n . T h i s leads on to the problem 
that i t i s d i f f i c u l t to know the degree of anonymity which should be given to 
the r e p l i e s . Telephone c o n v e r s a t i o n s , f o r i n s t a n c e , are l i k e l y to be 
a) more in f o r m a t i v e - not only i n the p o s s i b l y g r e a t e r f u l l n e s s of r e p l i e s 
but a l s o because nuances and i n f l e c t i o n s l e a d to f u r t h e r enquiry; and 
b) more personal i n th a t views committed to paper stand as v i s i b l e and 
concrete records and more l i k e l y to r e f l e c t standard o r g a n i s a t i o n a l views. 
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S i m i l a r l y , the people I spoke to were u n l i k e l y to assume that t h e i r r e p l i e s 
were being recorded verbatim and the greater i n f o r m a l i t y of the medium 
encourage expansiveness. Because of these considerations and i n order not 
to give too great weight t o one o r g a n i s a t i o n by a t t r i b u t i n g comments, the 
r e p l i e s w i l l be c l a s s i f i e d only by type of o r g a n i s a t i o n , e.g. employers 
a s s o c i a t i o n , p r o f e s s i o n a l a s s o c i a t i o n , e t c . However, where the i n f o r m a t i o n 
being given i s also p u b l i c l y a v a i l a b l e , say, from the D i r e c t o r of B r i t i s h 
Associations or the o r g a n i s a t i o n ' s promotional l i t e r a t u r e , then the name of 
the o r g a n i s a t i o n w i l l be given. 
(c) I n d u s t r i a l Sociology 
Are 'any of the a c t i v i t i e s of your o r g a n i s a t i o n concerned t o f o s t e r 
the use of i n d u s t r i a l sociology through courses, seminars, p u b l i c a t i o n s , etc?' 
Conferences/seminars/meetings 8 
P u b l i c a t i o n s 11 
Courses 15 
'root of a l l our work' 1 
35 
Thus, 35 out of the 95 organisations who r e p l i e d had some s o r t of output 
on i n d u s t r i a l sociology although i t s presence was not n e c e s s a r i l y under 
t h a t name. 
A number of points emerge from the r e p l i e s regarding i n d u s t r i a l 
sociology output. 1) The amount and type of i n d u s t r i a l sociology coverage 
v a r i e s . There i s the d i r e c t and s t a t e d input i n courses as i n the I n s t i t u t i o n 
of Works Managers (Regulations & Syllabus f o r Courses i n I n d u s t r i a l Management 
No output 60 
Some output 35 
Type of output: 
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Rev. 1978, p.14) which includes i n i t s course f o r the C e r t i f i c a t e of 
I n d u s t r i a l Management 'Behavioural A n a l y s i s ' i n c l u d i n g 'Psychology and 
Sociology'. The t o p i c headings here are Role, r o l e theory, r o l e c o n f l i c t ; 
B e l i e f systems and i n d u s t r y . I n t e r e s t i n g here i s the use of the phrase 
'Behavioural Analysis' to encompass subjects such as psychology, sociology, 
i n d u s t r i a l r e l a t i o n s , techniques of management of human resources. The 
i n d u s t r i a l sociology included i n courses i s o f t e n at a very simple and 
basic l e v e l , e.g. " i t i s part of a q u a l i f i c a t i o n f o r the members t h a t they 
should have studied at le a s t and p r a c t i c e d c e r t a i n of the cruder forms of 
i n d u s t r i a l sociology." I t seems t h a t i n d u s t r i a l sociology or sociology 
i t s e l f has been acoepted by some organisations as an important p a r t of 
management education. 2) The i n c l u s i o n of i n d u s t r i a l sociology i n courses 
i s not always s t a t e d . Thus while one respondent (management t r a i n i n g 
centre of employers a s s o c i a t i o n ) ran o f f the names of Burns & S t a l k e r , 
Dubiii, E t z i o n i , Gouldner, Ingham, Lupton, Perrow, Sayles, Silverman, e t c . 
he went on to say: 
" I p ersonally would r a r e l y mention any of these people by name 
although I would use t h e i r f i n d i n g s during courses on 'Management 
of People'. I see my r o l e as t r a n s l a t i n g academic studies i n t o 
p r a c t i c a l terms t o s t i m u l a t e ideas amongst managers on courses." 
As i t was a p t l y put by one person (educational o r g a n i s a t i o n ) "we preach 
various gospels wit h o u t s t a t i n g who were the d i s c i p l e s . " The reluctance 
to name academics means tha t (a) i t i s t o p i c s r a t h e r than authors which 
w i l l command a t t e n t i o n although i t i s hard to say which i s most l i m i t i n g i n 
f u t u r e information-seeking; and, (b) those on courses are given potted 
versions of research and are not encouraged t o pursue the t o p i c s i n grea t e r 
d e t a i l . 3) The emphasis was o f t e n on the p r a c t i c a l r a t h e r than the 
academic: "Our approach t o i n d u s t r i a l sociology and psychology i s e s s e n t i a l l y 
a p r a c t i c a l one and i s intended f o r laymen: W e do not attempt to present 
these subjects from the po i n t of view of the academics." ( p r o f e s s i o n a l 
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a s s o c i a t i o n ) . That i s perhaps a r e f l e c t i o n of the a t t i t u d e s i n i n d u s t r y 
to theory and/or academics and suggests a r e a c t i v e r a t h e r than p r o a c t i v e 
r o l e being played by some organisations regarding i n d u s t r i a l sociology. 
4) Although i n d u s t r i a l sociology may not be a recognizable input i t 
may s t i l l be an important i n p u t . "We do not e x a c t l y teach i n d u s t r i a l 
sociology, but i t informs what and how we teach." (educational o r g a n i s a t i o n ) 
A s i m i l a r p o i n t was made regarding the f o s t e r i n g of the use of i n d u s t r i a l 
sociology "The I n s t i t u t e ... i s not conoerned t o f o s t e r the use of i n d u s t r i a 
sociology amongst i t s members - there i s no need, i t l i e s at the r o o t of a l l 
i n d u s t r i a l r e l a t i o n s consultant a c t i v i t y . " ( p r o f e s s i o n a l a s s o c i a t i o n ) and 
again, one p r o f e s s i o n a l a s s o c i a t i o n 
" i s not concerned w i t h f o s t e r i n g the use of i n d u s t r i a l 
sociology per se.... Because of the close r e l a t i o n s h i p 
between our two d i s c i p l i n e s i t would be impossible f o r 
us not t o touch on many aspects of i n d u s t r i a l sociology." 
The importance of the d i s t i n c t i o n between permeation and p r a c t i s e i s 
apparent here. 5) Even i n organisations where i n d u s t r i a l sociology plays 
no p a r t i n courses e t c . i t seems the climate of opinion toward i t may be 
favourable " I believe t h a t t h i s i s a t o p i c which needs f a r more emphasis 
but I am not at a l l sure how the problem can be t a c k l e d . " ( p r o f e s s i o n a l 
a s s o c i a t i o n ) Nevertheless, such awareness i s not favourable enough to have 
t r i g g e r e d o f f any immediate a c t i o n suggesting t h a t , i n f a c t , i n d u s t r i a l 
sociology may be seen as r e l a t i v e l y unimportant. 
In over a t h i r d of the o r g a n i s a t i o n s , i n d u s t r i a l sociology was i n some 
way incorporated i n t o t h e i r a c t i v i t i e s . Although the presence of i n d u s t r i a l 
sociology was sometimes disguised, d i f f u s i o n was nevertheless t a k i n g place. 
I t was not possible, however, through the approaoh taken here to know e i t h e r 
the weight given t o i n d u s t r i a l sociology by the o r g a n i s a t i o n or the content 
of the i n d u s t r i a l sociology output. 
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(d) AWGs 
Only 28 of the 95 organisations had some output on, or connection 
w i t h AWGs: 
1t 'Are any of the a c t i v i t i e s of your o r g a n i s a t i o n conoerned i n any way w i t h 
the idea of AWGs?" 
Courses 6 
Conferences/seminars/mee t i n g s 12 
P u b l i c a t i o n s 8 
Members involved in/use when appropriate 2 
28 
As w i t h the i n d u s t r i a l sociology output these categories mask a range 
of comments. Some outputs were s t r a i g h t f o r w a r d and were sai d t o be 
rel e v a n t such as a course which included a component on 'Work Design and 
Job S t r u c t u r i n g ' and a seminar on Job S a t i s f a c t i o n and Job Redesign. The 
d i f f e r e n t headings under which AWGs are presented i l l u s t r a t e s both the 
problem of t r a c i n g the d i f f u s i o n of an idea or p r a c t i c e and the lack of 
f i n e d i s t i n c t i o n s o f t e n made between ideas w i t h common elements. Although 
some organisations were obviously e n t h u s i a s t i c about, and had been a c t i v e 
i n promoting i n t e r e s t i n , the idea, the comments o v e r a l l were very mixed 
and i t i s d i f f i c u l t to b r i n g out any clear p i c t u r e . Thus, one large employers 
as s o c i a t i o n s t a t e d i n A p r i l 1979 "The idea of AWGs i s r e l a t i v e l y new to the 
i n d u s t r i a l scene, and although we have a f a i r l y broad knowledge of i n d u s t r i a l / 
human r e l a t i o n s systems, we have l i t t l e i n f o r m a t i o n on t h i s p a r t i c u l a r s u b j e c t . 
Yet an education a s s o c i a t i o n said "Nobody shouts about i t now... because i t ' s 
not as new as i t was and i t seems a b i t more normal and a more successful 
way of arranging a new process." While a pr o f e s s i o n a l a s s o c i a t i o n r e p l i e d 
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"The autonomous (or semi-autonomous) working group i s an old and w e l l t r i e d 
mechanism i n management and as such experienced consultants w i l l make use 
of i t when a p p r o p r i a t e . " Perhaps these views of AWGs r e f l e c t how long-
ago the respondent himself, r a t h e r than the o r g a n i s a t i o n , heard of or 
attended t o the idea. How o f t e n such a mechanism may be used i n question-
able, as one p r o f e s s i o n a l a s s o c i a t i o n spokesman said "we have l i t t l e 
s p e c i f i c a l l y to do w i t h AWGs and our impression gained from t a l k i n g t o 
a number of people i n i n d u s t r y , i s t h a t t h i s was a fashion which has not 
p a r t i c u l a r l y found favour and the mood of the moment seems to be against 
such p r i n c i p l e s . " An explanation f o r t h i s was given by a spokesman from 
an employers a s s o c i a t i o n t r a i n i n g centre: "the n o t i o n of AWGs produces 
antagonism i n those managers who see i t as yet another inroad i n t o t h e i r 
already diminished t r a d i t i o n a l r o l e . " One respondent (employers a s s o c i a t i o n ) 
had c l o s e l y looked i n t o the number of AWGs which were f u n c t i o n i n g i n the 
UK and found - of the s i x companies whose names he had been given - tha t 
some AWGs weren't working and the B s t never had worked. The p i c t u r e 
emerging here i s t h a t AWGs do not seem to be enjoying much favour at the 
moment. But c o n t r a d i c t i o n was the underlying theme i n the r e p l i e s . Two 
of the organisations which were mentioned i n the brewing in t e r v i e w s 
i l l u s t r a t e t h i s w e l l . According to one, there had been a l o t of i n t e r e s t 
in the idea of AWGs and i t was an i n t e r e s t which was 'growing 1. Whereas 
i n the other large o r g a n i s a t i o n , there had apparently not been much 
i n t e r e s t , there having been courses on AWGs which had not been very 
successful and a poor response to a conference on work groups. This pro-
f e s s i o n a l a s s o c i a t i o n respondent went on to say: "There i s q u i t e a l o t 
going on i n the area but r e a l l y there are not so many b i g p r o j e c t s . . . . 
There are a l o t of small things going on but they don't amount to much i n 
t o t a l . " However, another professional a s s o c i a t i o n pointed out: 
- 168 -
"The f a c t t h a t companies are not developing semi-autonomous 
working groups does not mean th a t the ideas have not 
percolated down t o them. They may have r e j e c t e d them on 
the grounds of being i n a p p r o p r i a t e or unproven. The 
academic's measure of success may be d i f f e r e n t from the 
manager's." 
Again, a reminder that d i f f u s i o n does not only mean use. 
Obviously, the l e v e l of knowledge and awareness w i l l vary from 
o r g a n i s a t i o n t o o r g a n i s a t i o n depending i n part on the people i n i t and 
t h e i r i n t e r e s t s . I t i s , however, v i r t u a l l y impossible to i d e n t i f y the 
reasons f o r these d i f f e r e n c e s . I t could be t h a t no demand has been 
expressed by members which i n t u r n might mean they do not expect t h a t 
p a r t i c u l a r o r g a n i s a t i o n t o cover such t o p i c s , or, t h a t the members are 
not i n t e r e s t e d i n i t , or, t h a t another o r g a n i s a t i o n i s meeting t h e i r 
i n f o r m a t i o n needs on the subject already. I t may be t h a t the o r g a n i s a t i o n 
has invested h e a v i l y i n promoting another idea which might overlap t o 
some extent or th a t i t does not wish to push too many ideas or packages 
at any one time. Or another, r i v a l o r g a n i s a t i o n , may have taken up the 
idea and perhaps as i t were, 'cornered the market'. 
I t i s d i f f i c u l t to make any general statements on the a t t i t u d e s and 
pra c t i c e s i n these organisations t o the AWG idea. Perhaps the most that 
can be said i s that i n t e r e s t i s only lukewarm. However, one educational 
a s s o c i a t i o n mentioned having s p e c i a l i s t advisers i n the area of AWGs while 
four other large organisations knew of the people and or g a n i s a t i o n which 
had done work i n the area. A p r o f e s s i o n a l a s s o c i a t i o n had undertaken a 
p r o j e c t : 
" t o develop an understanding of job re-design among members.... 
The main stimulus came from a small working party of senior 
/ I n s t i t u t e / members who f e l t t h a t j o b re-design was worthy 
of closer analysis as a means of 'increasing o r g a n i s a t i o n a l 
e f f e c t i v e n e s s and j o b s a t i s f a c t i o n of employees'." 
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Here theij greater awareness of and i n t e r e s t i n the idea of AWGs seemed 
to e x i s t . The presence of i n t e r n a l e x p e r t i s e i s important i n f o s t e r i n g 
d i f f u s i o n . Although e x t e r n a l s p e c i a l i s t s can always be c a l l e d upon, 
having s p e c i a l i s t s on tap w i t h i n the o r g a n i s a t i o n means t h e i r services 
can be c a l l e d upon more q u i c k l y , e a s i l y and cheaply (as i s the case also 
regarding s p e c i a l i s t s i n i n d u s t r i a l o r g a n i s a t i o n s ) . There were, however, 
only two organisations, one p r o f e s s i o n a l and one educational a s s o c i a t i o n 
which had i n t e r n a l e x p e r t i s e on AWGs. This suggests 1) tha t most of 
these organisations are not c a l l e d upon to give d e t a i l e d advice on such 
t o p i c s ; or 2) tha t there has been l i t t l e demand f o r advice or in f o r m a t i o n on 
AWGs; or, 3) tha t other o r g a n i s a t i o n s , such as the WRU, would be approached 
f i r s t f o r i n f o r m a t i o n on the t o p i c . 
I n t e r e s t i n g l y , one person (educational a s s o c i a t i o n ) traced the career 
of the work group idea, i n t u r n g i v i n g a p i c t u r e of how d i f f u s i o n can 
take place. The p o p u l a r i t y of the idea: 
"had a l i t t l e t o do w i t h the f a c t t h a t Bullock came along and 
people were l o o k i n g f o r some method of p a r t i c i p a t i o n , work 
groups was one of them. Then there was the disappearance of 
Bullook and now the CBI and BIM are drawing up codes of 
pr a c t i c e which do not mention j o b enriohment, only mention 
communication and production. So the emphasis has moved away 
but there wasn't a b i g move towards i t i n the f i r s t place. 
There are the problems of democracy - r e s u l t s . " 
Also on two occasions the a s s o c i a t i o n was made w i t h Group Technology, 
p o i n t i n g t o the d i r e c t i o n i n which they f e l t AWGs had developed. 
However, even i f there i s a somewhat low l e v e l of a c t i v i t y regarding 
workgroups, there i s c o n t i n u i n g i n t e r e s t i n the t o p i c : workshops and 
seminars are planned on i t , v i s i t s are s t i l l being made to Scandinavia, 
courses are being designed which include components on work design and 
work s t r u c t u r i n g . Also, the i n f l u e n c e of European a c t i v i t y i s u n l i k e l y 
to d i m i n i s h given the a c t i v e r o l e taken by governments abroad i n promoting 
the QWL. The AWG idea t h e r e f o r e i 3 l i k e l y to remain of i n t e r e s t although 
the l e v e l of i n t e r e s t mav be less than that evident i n the e a r l v 70's. 
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The importance of the r o l e of these organisations i n d i f f u s i n g the 
idea of AWGs i s hard t o judge. There are a few major organisations which 
seem e n t h u s i a s t i c about the t o p i c and appear to wish to encourage i n t e r e s t 
i n the idea. However, many smaller organisations are more lukewarm i n 
t h e i r a t t i t u d e s and t h e i r r o l e cannot be expected t o be great regarding 
AWGs. What causes t h i s d i f f e r e n c e i s unknown. I t may be tha t the l a r g e r 
organisations having a greater number of advisers, are more able t o cover 
a wider v a r i e t y of to p i c s which the smaller organisations have to neglect. 
Or, the d i f f e r e n t a t t i t u d e s may r e f l e c t members' use of orga n i s a t i o n s , 
the l a r g e r being c a l l e d upon f o r the more e s o t e r i c areas of i n t e r e s t . 
In comparing how organisations d i f f u s e i n d u s t r i a l sociology and AWGs 
i t i s i n t e r e s t i n g t o note t h a t i n d u s t r i a l sociology i s much more 
I n d u s t r i a l Sociology AWGs Where mentioned 
8 6 Confs./seminars/meetings 
11 12 Public a t i o n s 
15 8 Courses 
1 2 Root of a l l our work/members 
involved i n 
f r e q u e n t l y mentioned i n courses suggesting a f a i r l y general l e v e l of 
acceptance as to i t s importance whereas AWGs are less o f t e n r e f e r r e d t o 
i n r e l a t i o n to courses and more o f t e n the t o p i c i n p u b l i c a t i o n s . This 
suggests t h a t AWGs are a less accepted part of management education and 
yet a to p i c f o r which there i s a f a i r l y s u b s t a n t i a l demand, i n t u r n g i v i n g 
some support t o the n o t i o n t h a t AWGs are one fashion amongst others i n 
i n d u s t r i a l c i r c l e s . Again, t h i s shows up d i f f i c u l t i e s i n studying d i f f u s i o n 
the d e s t i n a t i o n of d i f f e r e n t ideas or groups of ideas may infl u e n c e how, 
and the extent to which, an idea d i f f u s e s . 
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(e) Recommended Contaets 
i n the r e p l i e s to my l e t t e r , a t h i r d of the organisations (32 out of 
the 95) recommended t h a t some other i n d i v i d u a l , o r g a n i s a t i o n or other inform-
a t i o n source be contacted. The most frequently mentioned o r g a n i s a t i o n 
was the Work Research U n i t , mentioned on 12 occasions. 18 mentions were 
made of Organisations stidh as the IPM, BIM, BAC1E. Pub l i c a t i o n s which 
should be oonsulted were mentioned 4 times, as were s p e c i f i c i n d i v i d u a l s * 
Most of the recommendations were t o bodies or sources which I knew already 
t o be i n some way concerned w i t h AWGs.. Thus even i n the organisations 
w i t h no output, there i s awareness and some knowledge of the t o p i c . These 
r e s u l t s disguise the f a c t t h a t one or two organisations made extensive 
recommendations (only t h e i r f i r s t being counted above) of a number of 
i n d i v i d u a l s and organisations but t h e i r i n c l u s i o n would give a misleading 
p i o t u r e of the l e v e l of i n f o r m a t i o n . The t o t a l r e s u l t s are as f o l l o w s from 
the 32 or g a n i s a t i o n s : 
Wtlck Research Unit 12 
Publ i c a t i o n s 4 (D.E. Gazette; 'Making work more s a t i s f y i n g - 2; 
Tr a i n i n g ) 
I n d i v i d u a l s 13 ( B u t t e r i s s , Weir, Mumfbrd, Wedderburn, 
C. Brown, Marigham, Damodaran, Willsmore, 
Romano, Blake, B a i l e y , Hallows) 
Academic I n s t i t u t e s 4 (Newcastle Poly, London Business School, IRRU at 
Warwick, A d m i n i s t r a t i v e S t a f f College) 
I n d i v i d u a l Companies 5 ( S h e l l , Babcock, P i l k i n g t o n s , I C I , BSC) 
Organisations 18 (IPM - 4; IS - 2; Tavistock - 2; EEF - 2; 
IPA - 2; BIM - 2; Clo t h i n g ItB - 2; and 
one each f o r ; ICQWL, SSRC, Quakers, BACIE, 
BSA, NFU, A g r i c u l t u r e TB, EANPC). 
Recdmmendatidns f o r f u r t h e r contacts came from 19 organisations which had 
no i n d u s t r i a l sociology output or concern w i t h AWGs. Thus i t Would be easy 
to underestimate the amount of d i f f u s i o n merely be looking a t or g a n i s a t i o n s ' 
output on s p e c i f i c t o p i c s . Obviously, Where recommendations are made, some 
l e v e l of awareness e x i s t s . I t could even be argued t h a t recommended contacts 
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are a surer i n d i c a t i o n of awareness than unsubstantiated claims about 
the importance of such t o p i c s . 
( f ) An overview of the r e p l i e s 
Ten organisations had an i n d u s t r i a l sociology output but were not 
i n any way concerned w i t h AWGs. Only three organisations which had 
some concern w i t h AWGs had no output on i n d u s t r i a l sociology. Again, 
t h i s supports the n o t i o n of the d i s s i m i l a r i t y i n d i f f u s i o n p atterns between 
i n d u s t r i a l sociology and AWGs. 
Thus, 25 i n s t i t u t i o n s had i n f o r m a t i o n on both i n d u s t r i a l sociology and AWGs. 
3 " " " " AWGs only 
10 " " " " i n d u s t r i a l sociology only 
19 " gave recommended contacts only 
57 
Altogether 57 out of the 95 organisations (60%) had or could d i r e c t e n q u i r i e 
to i n f o r m a t i o n sources on i n d u s t r i a l sociology or AWGs. Although the sample 
was selected w i t h a view t o i d e n t i f y i n g the organisations most l i k e l y t o be 
aware of such ideas, the percentage of p o s i t i v e response i s s u r p r i s i n g l y 
high. That 35 out of 95 organisations had in f o r m a t i o n on i n d u s t r i a l s o c i o l o 
suggests t h a t the subject has had q u i t e an impact. However, nothing can be 
said here about the content of the i n d u s t r i a l sociology which these organi-
sations are aware of and use. Nevertheless, t h a t the term i n d u s t r i a l 
sociology i s recognised and associated w i t h various aspects of those organi-
s a t i o n s ' a c t i v i t i e s suggests a more than passing awareness of the subject. 
I t i s s u r p r i s i n g t h a t fewer organisations (28 out of 95) had info r m a t i o n on 
AWGs, suggesting: 1) tha t the idea i s of less long-term i n t e r e s t ; 
2) t h a t there i s not a necessary correspondence made between i n d u s t r i a l 
sociology and AWGs; supported by the f i g u r e s which show 10 organisations 
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had an i n d u s t r i a l sociology output only, and 3 an output on AWGs only; 
3) t h a t the type of i n t e r e s t i n the two t o p i c s i s d i f f e r e n t . For instance, 
i t may be th a t AWGs are seen as a p r a c t i c a l exercise and i n d u s t r i a l 
sociology as a more t h e o r e t i c a l c o n t r i b u t i o n . This d i f f e r e n t perception 
of course i s l i k e l y t o i n f l u e n c e the way these t o p i c s are presented and 
where they are presented., While i t i s possible to i d e n t i f y which organi-
sations have knowledge or in f o r m a t i o n on i n d u s t r i a l sociology and AWGs, 
t h i s alone gives us no i n d i c a t i o n of the impact of the o r g a n i s a t i o n and 
i t s a c t i v i t i e s or the r o l e of the o r g a n i s a t i o n . For t h i s reason, i t was 
decided t o look i n greater depth at ten orga n i s a t i o n s . 
(g) A closer look at ten organisations 
One of the main drawbacks in t r e a t i n g these responses as equivalent 
i s t h a t some organisations have more members, a greater range of ser v i c e s , 
e t c . and a p o t e n t i a l l y greater impact than others. S i m i l a r l y , one organi-
i 
s a t i o n may have stronger l i n k s w i t h one i n d u s t r y , o r w i t h some grade of 
personnel; while others are general organisations which have a broad member-
ship, a f f e c t i n g the services o f f e r e d and the approach taken. To t r y t o 
judge what organisations are most important w i t h i n B r i t i s h i n d u s t r i a l and 
commercial l i f e i s a task f r a u g h t w i t h d i f f i c u l t i e s apart from i d e n t i f y i n g , 
say, the top three or four l a r g e s t o r g a n i s a t i o n s . For t h i s reason, i t was 
decided t o look i n greater d e t a i l a t ten organisations a l l of which were 
mentioned by respondents i n the brewing i n d u s t r y . They are, i n a l p h a b e t i c a l 
order, The Association of Teachers of Management (ATM), B r i t i s h Association 
f o r Commercial and I n d u s t r i a l Education (BACIE), B r i t i s h I n s t i t u t e of 
Management (BIM), B r i t i s h Psychological Society (BPS) - ( D i v i s i o n of 
Occupational Psychology-DOP), Confederation of B r i t i s h Industry (CBI), 
I n d u s t r i a l P a r t i c i p a t i o n Association (IPA), I n d u s t r i a l Society ( I S ) , I n s t i t u t e 
of Management Services (IMS), I n s t i t u t e of Personnel Management (IPM), 
I n s t i t u t e of Supervisory Management (ISM)„ I n s t i t u t e of T r a i n i n g O f f i c e r s (ITO). 
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I f impact i s measured by the sheer number of times a p u b l i c a t i o n i s 
received from an o r g a n i s a t i o n , m u l t i p l i e d by the c i r c u l a t i o n of each 
p u b l i c a t i o n , the BIM i s e a s i l y the most p r o l i f i c , f o l l o w e d by the IPM, 
the IMS and the CBI. Whilst the IS ranks s i x t h , below the ITO and above 
BACIE. Of course, these org a n i s a t i o n s have other a c t i v i t i e s and no 
attempt has been made t o evaluate the impact of these. Nevertheless, 
some idea of the amount of use t h a t i s made of these organisations can be 
gained; the Management Inform a t i o n Centre at the BIM receives 8,000 enqu i r i e s 
per month and the BIM L i b r a r y 2,000 loan requests per month. S i m i l a r l y , 
i n the IS, personnel management and i n d u s t r i a l r e l a t i o n s e n q u i r i e s amount 
to about 1,000 e n q u i r i e s per month. 
I t i s worthwhile t o look at the st a t e d aims of the organisations because 
i t gives an i n d i c a t i o n of the r o l e they seek t o play. Thus, f o r instanoe, 
the CBI acts as a spokesman f o r business viewpoints t o government and to 
"promote the p r o s p e r i t y of B r i t i s h I n d u s t r y . " Only one other o r g a n i s a t i o n 
undertakes a r e p r e s e n t a t i o n a l r o l e (and t h a t i s of f a i r l y recent o r i g i n ) -
the BIM, wnose main aim i s the "development of the a r t and science of 
management." The IS on the other hand, seeks t o promote the best use of 
human resources i n i n d u s t r y , commeroe and p u b l i c s e r v i c e , while the IPA 
i n c o n t r a s t , aims t o help companies develop p a r t i c i p a t i o n on a d o - i t -
y o u r s e l f basis. For most of the others, as p r o f e s s i o n a l and educational 
as s o c i a t i o n s , one of the main aims i s t o maintain or t o r a i s e the standards 
of the profession. 
One s t r i k i n g aspect about at l e a s t three organisations i s t h a t they 
f o s t e r contact between companies, and perhaps simultaneously reduce t h e i r 
own r o l e . "We don't pass on research, we pass on the p r a c t i c e and we 
pass people onto organisations who are a c t u a l l y using something"; "Through 
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t h a t have met s i m i l a r problems and challenges." I n another, the o r g a n i -
s a t i o n f o s t e r s networks between i t s members - i n d u s t r i a l and academic -
so t h a t not only contact between f i r m s takes place but also contact w i t h 
the academic world. The o r g a n i s a t i o n s ' r o l e s as go-betweens mean t h a t 
i n f o r m a t i o n i s exchanged between companies i n q u i t e d i f f e r e n t i n d u s t r i e s -
i n a d d i t i o n t o the usual channels such as trade and employers assoc i a t i o n s 
etc. And given t h a t these o r g a n i s a t i o n s are used e x t e n s i v e l y as i n f o r m a t i o n 
courses, then t h e i r r o l e i n d i f f u s i o n across i n d u s t r y i s important. C e r t a i n l y 
a number of these organisations have had contacts w i t h the brewing i n d u s t r y . 
As o f f i c e r s (ATM, IPA, IS); as speakers (ATM, IPA, IS); and( through courses 
BACIE, EEA Management T r a i n i n g Centre). These examples do no more than 
merely p o i n t to the type of contact and involvement most sectors of industry-
are l i k e l y to have w i t h such organisations and i t i s u n l i k e l y t h a t the brewing 
i n d u s t r y i s a t y p i c a l . However, there i s obviously some contact - whether at 
f i r s t or second-hand - between brewing companies through o r g a n i s a t i o n s such 
as these. S i m i l a r l y contact w i t h other i n d u s t r i e s i s increased, i n t u r n 
a f f e c t i n g awareness of new p r a c t i c e s and ideas. That some organisations 
a c t i v e l y seek to f o s t e r networks across i n d u s t r y ( f o r whatever reason) i s 
extremely i n t e r e s t i n g . I n f o s t e r i n g networks t h e i r r o l e i n the d i f f u s i o n 
process i s greater than i t at f i r s t appears. The strengthening of l i n k s 
between companies means, to the extent t o which personal i n f l u e n c e i s important 
i n d i f f u s i n g p r a c t i c e s and ideas, t h a t the amount of d i f f u s i o n increases and 
perhaps also the amount of adoption. Although i n f o r m a t i o n i s i n i t i a l l y sought 
from these o r g a n i s a t i o n s , the organisations do not seek to l i m i t access to 
the i n f o r m a t i o n . I n other words, no monopoly i s sought, and by extension, 
censorship or s e l e c t i v e p r e s e n t a t i o n o f the i n f o r m a t i o n i s not r e a l l y f e a s i b l e . 
Nevertheless, the common i n f o r m a t i o n source i s s t i l l the o r g a n i s a t i o n and 
t h e i r r o l e i n d i f f u s i o n obviously important. 
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(h) I n d u s t r i a l T r a i n i n g Boards (ITB) 
ITBs are another type of or g a n i s a t i o n w e l l placed to f o s t e r the f l o w 
of i n f o r m a t i o n between companies i n the same, or r e l a t e d i n d u s t r i e s . Only 
two o rganisations which were p a r t i c u l a r l y concerned w i t h eduoation and 
t r a i n i n g recommended ITBs as f u r t h e r contacts f o r i n f o r m a t i o n , yet ITB 
rep r e s e n t a t i v e s are t o be found on the committees of organisations such 
as the IPA. But a l t o g e t h e r there were s u r p r i s i n g l y few references made 
to ITBs. While there are re p r e s e n t a t i v e s from the Manpower Services 
Commission or T r a i n i n g Services D i v i s i o n on some oommittees no great 
claims can be made f o r the impact, or cognizance taken, of the ITBs by 
these o r g a n i s a t i o n s . This i s i n t e r e s t i n g because a c t i n g as l i n k e r s 
between government and i n d u s t r y , i t could be assumed t h a t they have a 
s t r a t e g i c r o l e t o play. The r o l e of the ITBs w i l l be examined i n greater 
d e t a i l l a t e r but i t i s worth bearing i n mind t h e i r lack of impact on these 
or g a n i s a t i o n s ' a c t i v i t i e s . One or g a n i s a t i o n which might pre-empt the 
ITBs intermediary r o l e between government and ind u s t r y regarding i n d u s t r i a l 
sociology and p a r t i c u l a r l y w i t h regard t o AWGs, i s the WRU. 
( i ) Work Research Unit (WRU) 
There are a number of government financed bodies such as the SSRC, 
the DES Research Department, the I n d u s t r i a l T r a i n i n g Research U n i t (ITRU) 
and perhaps even the newly formed I n d u s t r i a l Relations T r a i n i n g Research 
Centre (IRTRC) which pursue some i n t e r e s t i n work o r g a n i s a t i o n but i t i s 
the WRU which i s most a c t i v e i n t h i s f i e l d . Set up i n 1974, i t s o v e r a l l 
o b j e c t i v e was "the s t i m u l a t i o n of changes i n the way i n which work i s organised 
i n i n d u s t r y and commerce"* ( B u t t e r i s s , 1975, p.4). I t i s , as can be seen 
above, the s i n g l e most recommended source of i n f o r m a t i o n on AWGs, 12 out 
of 32 organisations mentioning i t . Unlike the BIM or BACIE i t does not 
have members or charge s u b s c r i p t i o n s , i t does, however, c i r c u l a t e at 
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regula r i n t e r v a l s , i n f o r m a t i o n to 1900 people who have asked t o be put 
on i t s m a i l i n g l i s t . This f i g u r e i s made up of 976 managers/trade unions 
o f f i c i a l s - the vast m a j o r i t y being personnel managers; 872 academics 
and a few i n d i v i d u a l s ; and 51 people who work f o r T r a i n i n g Boards. I t s 
main aim i s t o provide i n f o r m a t i o n and i t handles 200-300 e n q u i r i e s per 
week. B i b l i o g r a p h i e s on a wide range of t o p i c s i n c l u d i n g AWGs are 
published r e g u l a r l y and sent t o those on the m a i l i n g l i s t and are a v a i l -
able on request t o anyone. Although the Unit has undertake consultancy 
work, i t i s not a service they o f f e r . Rather a t t e n t i o n i s focussed on 
organising and at t e n d i n g conferences, seminars and workshops. 
WRU members have c o n t r i b u t e d to the conferences of a large number 
of bodies such as the IPM, The B r i t i s h Society f o r A g r i c u l t u r a l Labour 
Science (BSALS), BIM, NATFHE, Organisational Development Network, Royal 
Aeronautical Society (RAS), ACAS, Ergonomics Society, I n s t i t u t i o n of 
Tr a i n i n g O f f i c e r s , e t c . I t i s i n t r i g u i n g t h e r e f o r e t o discover t h a t 
some of the organisations t o which the WRU has c o n t r i b u t e d , have r e p l i e d 
n e g a t i v e l y regarding i n d u s t r i a l sooiology or AWGs, e.g. RAS, NATFHE, 
OD Network, when the questions s p e c i f i c a l l y mentioned conferences and 
seminars. Of course, the WRU i s concerned not only w i t h AWGs but w i t h 
micro-processors, j o b enrichment, communication, f l e x i b l e working hours, 
e t c . so t h a t there may have been no mention of or i n t e r e s t i n AWGs. 
S i m i l a r l y , the t o p i c may have been job design or work o r g a n i s a t i o n , n e i t h e r 
of which might be associated w i t h AWGs whioh might have been an u n f a m i l i a r 
term. Whatever the reason, other e n q u i r i e s are also presumably going to 
receive s i m i l a r negative answers and i f any i n f o r m a t i o n on the t o p i c has 
been passed on, i t s impact i s , or i s being, l i m i t e d by these o r g a n i s a t i o n s . 
I t i s worth n o t i n g t h a t even though there i s contact and i n f o r m a t i o n exchange 
between organisations such as w i t h the WRU the dissemination which r e s u l t s 
from t h i s may be patchy. And these three examples very o l e a r l y i l l u s t r a t e 
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the shadow e f f e c t caused by i n f o r m a t i o n n o t b e i n g t r a n s m i t t e d , so t h a t 
f u r t h e r d i f f u s i o n i s b l o c k e d . C e r t a i n l y the WRU has had i m p a c t on o t h e r 
o r g a n i s a t i o n s , t he number o f recommended c o n t a c t s p o i n t t o t h a t , and i t 
has presumably had some impaot on i n d u s t r i a l o r g a n i s a t i o n s . A l t h o u g h i n 
the p a s t the WRU has sought t o r e a c h the i n f o r m a t i o n g i v i n g b o d i e s and 
ITBs r a t h e r t h a n t r y t o o o n t a c t i n d u s t r y and commerce d i r e c t l y , White & 
Jessup o f t h e WRU r e p o r t t h a t " D u r i n g t h e f o u r y e a r s ' o f the U n i t ' s 
e x i s t e n c e meetings t o e x p l o r e these /changes i n work o r g a n i s a t i o n / have 
t a k e n p l a c e i n over 400 companies and f r o m these some f u r t h e r a s s i s t a n c e 
has been g i v e n t o about 50." (1972, p.2) As w i t h t he ITBs, t h e r o l e o f 
the WRU w i l l be l o o k e d a t i n g r e a t e r d e t a i l l a t e r . From the above, however, 
th e WRU does appear t o have a r o l e t o p l a y i n the d i f f u s i o n o f i n f o r m a t i o n 
w i t h r e s p e c t t o o r g a n i s a t i o n s . But i t i s w o r t h n o t i n g t h a t even though 
an o r g a n i s a t i o n such as the WRU may be a c t i v e i n c o n t r i b u t i n g t o c o n f e r e n c e s , 
i n p r o v i d i n g an i n f o r m a t i o n s e r v i c e , e t c . t he impact o f the o r g a n i s a t i o n 
cannot be t a k e n f o r g r a n t e d . I t may be the government base w h i c h reduces 
i t s i m p a c t , o r because the s e r v i c e s are f r e e o r t h a t i t i s n o t h i g h l y 
r a t e d by people i n i n d u s t r y o r t h a t i t s e x p e r t i s e i s t o o l i m i t e d i n scope. 
These are some o f the f a c t o r s w h i c h on t h e f a c e o f i t c o u l d a f f e c t impact 
and t h e r e f o r e d i f f u s i o n . 
( j ) Brewing O r g a n i s a t i o n s 
Only s i x o u t o f t e n bod i e s concerned w i t h t he b r e w i n g i n d u s t r y r e p l i e d , 
perhaps because o r g a n i s a t i o n s such as the I n c o r p o r a t e d Brewers G u i l d are 
concerned w i t h t e c h n i o a l r a t h e r t h a n s o o i a l f a c t o r s . However, as t h i s 
was n o t the case w i t h s o c i e t i e s i n o t h e r s e c t o r s such as e n g i n e e r i n g , t h i s 
e x p l a n a t i o n i s n o t a l t o g e t h e r c o n v i n c i n g . Two o f the bodies who r e p l i e d 
were oonoerned w i t h t he p u b l i c a t i o n o f b r e w i n g magazines, y e t a n o t h e r 
two s i m i l a r l y engaged d i d n o t r e p l y . Maybe the e x p l a n a t i o n l i e s i n t h e 
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f a c t t h a t n o t one o f the bod i e s conoerned w i t h b r e w i n g , w h i c h d i d r e p l y , 
had any o u t p u t on i n d u s t r i a l s o c i o l o g y or were i n any way concerned w i t h 
AWGs. Thus, i t may be t h a t any i n f o r m a t i o n o r impetus t o change comes 
fr o m o u t s i d e the b r e w i n g i n d u s t r y , and t h a t i n f l u e n c e s h o u l d be sought 
e l s e w h e r e . The l a c k o f i n f o r m a t i o n a v a i l a b l e on i n d u s t r i a l s o c i o l o g y 
and AWGs may s i m p l y be a r e f l e c t i o n o f the uses w h i c h the b r e w i n g i n d u s t r y 
makes o f these o r g a n i s a t i o n s . T h i s i n t u r n a c t s as a re m i n d e r t h a t i t 
i s necessary t o l o o k a t b o t h the o r g a n i s a t i o n s and t h e i n d u s t r y i n o r d e r 
t o e v a l u a t e d i f f u s i o n . I t i s , a f t e r a l l , i r r e l e v a n t how much i n f o r m a t i o n 
i s a v a i l a b l e i f t h e r e i s no demand f o r i t . Two o f t h e s i x r e s p o n d e n t s 
d i d , however, recommend c o n t a c t i n g some or a l l o f the B i g Brewers d i r e c t l y . 
T h i s suggests t h a t some l e v e l o f i n f o r m a t i o n was h e l d by b r e w i n g o r g a n i -
s a t i o n s on such m a t t e r s b u t t h a t i t was a t a f a i r l y g e n e r a l l e v e l and 
i m p l i c i t l y , o u t s i d e t h e i r scope. One o r g a n i s a t i o n d i d , however, 
men t i o n the i n t e r e s t o f one o f i t s e x e c u t i v e members, who was a l s o a 
s e n i o r member o f a l a r g e b r e w i n g company, i n work o r g a n i s a t i o n and s i m i l a r 
t o p i c s , so t h e r e was o b v i o u s l y a r e l a t i v e l y h i g h e r l e v e l o f i n f o r m a t i o n 
i n t h i s a s s o c i a t i o n . 1 N e v e r t h e l e s s , t h a t the m a j o r i t y o f these o r g a n i s a t i o n s 
were n o t v e r y f o r t h c o m i n g w i t h i n f o r m a t i o n , a l t h o u g h d i s a p p o i n t i n g , may 
be i n d i c a t i v e o f b o t h a low l e v e l o f i n t e r e s t i n such areas and an 
u n w i l l i n g n e s s t o d i v u l g e i n f o r m a t i o n t o those o u t s i d e the b r e w i n g i n d u s t r y . 
Indeed, one person who had been c a r r y i n g o u t some r e s e a r c h i n the European 
b r e w i n g i n d u s t r y r e l a t i n g t o work o r g a n i s a t i o n made t h i s l a t t e r p o i n t i n 
r e l a t i o n t o the main U.K. b r e w i n g a s s o c i a t i o n . I t i s an aspec t w h i c h 
r e c e i v e s some s u p p o r t f r o m the t r a d i t i o n a l ' c l u b ' atmosphere f o u n d i n 
b r e w i n g , and i t i s l i k e l y t h a t b o d i e s a s s o c i a t e d w i t h b r e w i n g would have 
s i m i l a r o r i e n t a t i o n s . I t may be t h a t t h e l a c k o f o u t p u t on i n d u s t r i a l 
s o c i o l o g y and AWGs f o u n d i n t h e b r e w i n g o r g a n i s a t i o n s i s a l s o t o be foun d 
i n o t h e r i n d u s t r y - s p e c i f i c o r g a n i s a t i o n s . However, t h i s w o u l d r e q u i r e 
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c a r e f u l r e s e a r c h - i t does n o t , f o r i n s t a n c e , appear t o a p p l y t o the 
e n g i n e e r i n g i n d u s t r y w h i c h , o f c o u r s e , c o v e r s a much l a r g e r range o f 
companies t h a n b r e w i n g . 
( k ) Comments by O r g a n i s a t i o n a l Spokesmen 
I n a d d i t i o n t o , and sometimes i n pl a c e o f , comments on i n d u s t r i a l 
s o c i o l o g y and AWGs, many o r g a n i s a t i o n s suggested a s p e c t s w h i c h t h e y f e l t 
were i m p o r t a n t t o the q u e s t i o n s I was a s k i n g . Some o f these are w o r t h 
n o t i n g because t h e y r o u n d o u t t h e p i c t u r e o f o r g a n i s a t i o n s and echo the 
a t t i t u d e s and p r a c t i c e s w h i c h emerged elsewhere i n t h e r e s e a r c h . 
( i ) P r a o t i c a l E x p e r i e n c e : 
As w i t h the ITBs, some o r g a n i s a t i o n s w h i c h u n d e r t o o k c o n s u l t a n c y or 
a d v i s o r y work s t r e s s e d the need f o r i n d u s t r i a l e x p e r i e n c e i n i t s s t a f f . 
" B a s i c a l l y we employ managers who have been i n i n d u s t r y and have de v e l o p e d 
i n t e r e s t s i n s p e c i a l areas w h i l e t h e y were i n i n d u s t r y and t h e n t h e y j o i n 
us. When they j o i n t h e y w o u l d be g i v e n a course i n the v e r y b a s i c s o f 
b e h a v i o u r a l s c i e n c e . " ( e d u c a t i o n a l a s s o c i a t i o n ) That t h e o r y and academic 
approaches a re n o t h i g h l y v a l u e d i s e v i d e n t f r o m comments c i t e d e a r l i e r . 
On the same l i n e s , one a d v i s e r p o i n t e d o u t "We're a p r a g m a t i c bunoh; 
e x - i n d u s t r y people - p e r s o n n e l people f o r the most p a r t . " ( e d u c a t i o n a l / 
r e s e a r c h a s s o c i a t i o n ) . W i t h the r e s u l t t h a t " n o t many people would have 
much d e t a i l e d knowledge about t h e b e h a v i o u r a l s c i e n c e s . " T h i s emphasis 
on p r a c t i c a l e x p e r i e n c e i s one t h a t r e c u r s t h r o u g h o u t the r e s e a r c h , 
and was fou n d t o be p a r t i c u l a r l y s t r o n g w i t h i n t he b r e w i n g i n d u s t r y . 
I t seems l i k e l y t h a t those b o d i e s w h i c h s e r v e i n d u s t r y r e f l e c t i n p a r t 
t h e a t t i t u d e s p r e v a l e n t i n t h e i n d u s t r i e s t h e y d e a l w i t h . 
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( i i ) E x p e r t i s e i n O r g a n i s a t i o n s 
Some members o f s t a f f i n t h e o r g a n i s a t i o n s do have e x t e n s i v e 
knowledge o f the b e h a v i o u r a l / s o c i a l s c i e n c e s , For i n s t a n c e , one a d v i s e r 
had r e c e n t l y s p e n t a year a t L a n c a s t e r w i t h C o l i n Brown, a n o t h e r had a 
Masters degree i n b e h a v i o u r a l s c i e n c e , a n o t h e r a Ph.D. S i m i l a r l y , i f 
the r e s p o n d e n t d i d n o t have d e t a i l e d knowledge he o f t e n knew o f someone 
w i t h i n t he o r g a n i s a t i o n who c o u l d have knowledge and/or where t o go 
o u t s i d e the o r g a n i s a t i o n f o r t h a t i n f o r m a t i o n . The backgrounds o f t h e 
s t a f f o f these o r g a n i s a t i o n s need f u r t h e r i n v e s t i g a t i o n . But the presenoe 
o f w e l l - q u a l i f i e d p e r s o n n e l i n these o r g a n i s a t i o n s s h o u l d be remembered, 
even though t h e r e i s no i n f o r m a t i o n a v a i l a b l e t o t h e i r p r e v a l e n c e . 
( i i i ) T o p i c S e l e c t i o n 
An i m p o r t a n t a s p e c t i n l o o k i n g a t the r o l e o f o r g a n i s a t i o n s i n t h e 
d i f f u s i o n o f i d e a s , i s the s e l e c t i o n o f t o p i c s and a c t i v i t i e s w h i c h a re 
covered by t h e o r g a n i s a t i o n . Do these o r g a n i s a t i o n s merely r e a c t t o 
t h e i r members' demands or do they seek t o i n i t i a t e i n t e r e s t i n c e r t a i n 
t o p i c s ? I n o t h e r words, who p i c k s up id e a s and p r a c t i c e s f i r s t ? - people 
i n i n d u s t r y o r people i n o r g a n i s a t i o n s ? The p i c t u r e w h i c h emerges i s n o t 
a l t o g e t h e r c l e a r . To a " l a r g e e x t e n t we o a t e r f o r customers' w i s h e s " 
u s i n g q u e s t i o n n a i r e s or c i r c u l a r s t o f i n d o u t w h i c h t o p i c s t h e y w o u ld 
l i k e , y e t " i n a d d i t i o n we a l s o f e e l we have t o cover t o p i c s w h i c h ought 
t o be covered because t h e y are i m p o r t a n t or i s s u e s w h i c h people ought t o 
be i n f o r m e d a b o u t . " ( e d u c a t i o n a l / r e s e a r c h a s s o c i a t i o n ) . While t h e r e a r e 
what one person c a l l e d 'bread and b u t t e r t h i n g s ' t h e r e are a l s o a t t e m p t s 
t o t h i n k ahead t o areas o f need: "Knowing the area we have a g u t f e e l i n g 
f o r t he j o b and what t o p i c s are g o i n g t o be r e l e v a n t . " ( e d u c a t i o n a l 
a s s o c i a t i o n ) . 
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One p r o f e s s i o n a l o r g a n i s a t i o n gave a f a i r l y d e t a i l e d r u n down on 
what happens r e g a r d i n g t o p i c s e l e c t i o n . The D i r e c t o r and a s e n i o r Board 
c o l l e a g u e w i l l d e c i d e on a 'good l i s t o f t o p i c s ' t o be covered i n 
c o n f e r e n c e s . Any c h o i c e made by t h e D i r e c t o r s w i l l be i n f o r m e d by 
i n p u t f r o m t h r e e sources w i t h i n the o r g a n i s a t i o n : f r o m t h e e x e c u t i v e 
committee - composed o f chairmen and d i r e c t o r s o f member companies who 
meet q u a r t e r l y and a c t as a d v i s e r s ; f r o m the A d v i s o r y C o u n c i l o f about 
f i f t y companies ( t h e r e b e i n g a s e p a r a t e m e e t i n g f o r the l a r g e and s m a l l 
companies) w h i c h meets t w i c e per annum and a t w h i c h t h e p a r t i c i p a n t s 
f l o a t i d e a s . F i n a l l y , i d e a s , i n t e r e s t s and a b i l i t i e s o f the o r g a n i s a t i o n ' s 
s t a f f w i l l be t a k e n i n t o a c c o u n t . I f t h i s o r g a n i s a t i o n i s t y p i c a l , t o p i o 
s e l e c t i o n comes n e i t h e r f r o m i n d u s t r y n o r f r o m o r g a n i s a t i o n s a l o n e . Each 
of the i n p u t s t o Board and D i r e c t o r s d e c i s i o n s w i l l r e f l e c t what i s b e i n g 
d i s c u s s e d i n a number o f p l a c e s - i n o t h e r o r g a n i s a t i o n s , i n the media, 
i n i n d u s t r y and commerce, i n e d u o a t i o n a l c i r c l e s . A l t h o u g h some o r g a n i -
s a t i o n s , as i n t h e f i r s t example, w i l l a c t i v e l y seek members' views these 
w i l l n o t be c o n s i d e r e d i n i s o l a t i o n f r o m what i s g o i n g on e l s e w h e r e . 
These o r g a n i s a t i o n s a r e , a f t e r a l l , p a r t and p a r c e l o f o t h e r n e t w o r k s 
of i n f o r m a t i o n - t h e y can no more be seen i n i s o l a t i o n f r o m i n d u s t r y t h a n 
they can f r o m the r e s t o f s o c i e t y . A f a c t w h i c h makes th e s t u d y o f 
d i f f u s i o n l e s s t h a n s t r a i g h t f o r w a r d . 
( i v ) Choosing Speakers 
When the o r g a n i s a t i o n does n o t i t s e l f have the e x p e r t i s e t o c a l l upon 
f o r c o n f e r e n c e s and seminars what a f f e c t s i t s c h o i c e o f speakers? The 
o u t s t a n d i n g f e a t u r e o f the r e p l i e s t o the q u e s t i o n 'how are c o n f e r e n c e 
speakers chosen?' was t h a t the speakers would be known a l r e a d y . Thus 
i n one p r o f e s s i o n a l a s s o c i a t i o n t h e y had ' c o n t a c t books', i n a n o t h e r t h e y 
"draw f r o m our e x p e r i e n c e o f companies,, people and o r g a n i s a t i o n s " so t h a t 
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the t o p i c s are d e c i d e d t h e n we " t h i n k who we know and t h e n ask how good 
i s he?". "Speakers are s e l e c t e d because they are known, e i t h e r t h r o u g h 
t h e i r w r i t i n g or by r e p u t a t i o n i n a p a r t i c u l a r f i e l d . " However, " a d v i s e r s 
b u i l d up c o n t a c t s " , and l e s s w e l l - k n o w n and even u n t r i e d people are 
approaohed. Thus 
" i n f o r m a l channels are a l s o f r e q u e n t l y used: one speaker may 
reoommend a n o t h e r , those a t t e n d i n g courses may do so and so 
a l s o do a c t i v e members o f the I n s t i t u t e ' s Working P a r t i e s 
and Committees. Speakers come f r o m a v a r i e t y o f backgrounds, 
b u t are most f r e q u e n t l y f r o m academic o r r e s e a r c h i n s t i t u t i o n s , 
Management C o n s u l t a n c i e s o r h o l d S e n i o r M a n a g e r i a l p o s t s i n 
p r i v a t e i n d u s t r y . " ( p r o f e s s i o n a l a s s o c i a t i o n ) 
So i t i s n o t a c l o s e d c i r c l e - new b l o o d can and does come i n , so t h a t 
t h e r e i s u n l i k e l y t o be a s h o r t a g e of new i d e a s or p e r s p e c t i v e s . A g a i n , 
those people who are e s t a b l i s h e d i n t h e f i e l d do n o t e n j o y a monopoly, 
b o t h t h e i r p o s i t i o n and i d e a s may be c h a l l e n g e d by a s p i r i n g newcomers. 
Thus, no s i m p l e o p e r a t i o n o f a s e l e c t i v e p r e s e n t a t i o n o f i d e a s such as 
AWGs can be argued . 
( v ) I n t e r - C o n n e o t i o n s 
One of the most i m p o r t a n t a s p e c t s o f these o r g a n i s a t i o n s w h i c h has 
so f a r n o t been mentioned i s t h e e x i s t e n c e o f c o n n e c t i o n s between some 
o r g a n i s a t i o n s . These c o n n e c t i o n s e x i s t a t a number o f l e v e l s : 
1) E x e c u t i v e and o r d i n a r y members may p a r t i c i p a t e i n o t h e r o r g a n i s a t i o n s ; 
2) j o i n t programmes are u n d e r t a k e n e.g. ATM and SSRC; 
3) some are a f f i l i a t e d t o o t h e r s e.g. BACIE/ITO; B I M / I n s t i t u t e o f Works Managers. 
4) S t a f f may move f r o m one o r g a n i s a t i o n t o a n o t h e r , e.g. fr o m the IS t o 
the CBI; 
5) S t a f f may be members o f a n o t h e r o r g a n i s a t i o n . 
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To g i v e an i d e a o f an e x e c u t i v e ' s c o n t a c t s o u t s i d e an o r g a n i s a t i o n , we 
can l o o k a t W„ Bree, a p p o i n t e d Deputy D i r e c t o r G e n e r al o f the BIM i n 
1977 who, a c c o r d i n g t o the BIM's Management Review and D i g e s t was a 
member o f the UGC's Business and Management S t u d i e s Sub-Committee; on 
t h e j o i n t c o u n c i l o f the F o u n d a t i o n f o r Management E d u c a t i o n ( a s s o c i a t e d 
w i t h the BIM). He was a l s o a governor o f N o r t h East London P o l y t e c h n i c -
Chairman o f t h e P o l i c y Committee o f the A n g l i a n R e g i o n a l Management Centre 
and a Member o f the Court o f Governors o f B r u n e i U n i v e r s i t y . 
The problem o f t r a c i n g d i f f u s i o n become a p p a r e n t - these o r g a n i s a t i o n s 
and t h e i r s t a f f are i n v o l v e d i n a v a r i e t y o f n e t w o r k s . These i n t e r -
c o n n e c t i o n s n o t o n l y i n v o l v e o t h e r o r g a n i s a t i o n s b u t e x t e n d t o many o t h e r 
areas such as the academic sphere. There i s a l s o the f o s t e r i n g o f n e t w o r k s 
by some o r g a n i s a t i o n s , as w e l l as the i n e v i t a b l e and unplanned e s t a b l i s h -
ment o f n e t w o r k s , w i t h i n i n d u s t r y t h r o u g h common membership o f o r g a n i s a t i o n s . 
I t i s t o the o p e r a t i o n o f n e t works t h a t t h e e v i d e n c e c o n s i s t e n t l y p o i n t s -
n o t o n l y when l o o k i n g a t o r g a n i s a t i o n s b u t a l s o as r e g a r d s o t h e r l i n k e r s 
and those i n t h e b r e w i n g i n d u s t r y . I t i s a concept w h i c h has been n e g l e c t e d 
i n t h e r e s e a r c h on d i f f u s i o n ( a t l e a s t i n r e s p e c t t o the l i n k i n g f u n c t i o n -
t h e i m p o r t a n c e o f n e t w o r k s i n f o s t e r i n g a d o p t i o n has been n o t e d w i t h r e g a r d 
t o r u r a l p o p u l a t i o n s ) . A l t h o u g h the concept o f n e t w o r k s makes more complex 
the t r a c i n g o f t h e d i f f u s i o n p r o c e s s , i t does h e l p e x p l a i n why t r a c i n g 
the c a r e e r o f any i d e a has always p r o v e d d i f f i c u l t . O b v i o u s l y , i d e a s 
r e a c h a d i v e r s e number o f people s i m u l t a n e o u s l y when the n e tworks o p e r a t e . 
C o r r e s p o n d i n g l y , n o t i o n s such as s e r e n d i p i t y l o s e some o f t h e i r c r e d i b i l i t y . 
Such a n o t i o n may even obscure the o p e r a t i o n o f n e t w o r k s . 
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I t i s the i m p o r t a n c e o f p e r s o n a l c o n t a c t w h i c h seems t o be r e m a r k a b l e 
r e g a r d i n g d i f f u s i o n . P u b l i c a t i o n s o r o t h e r i m p e r s o n a l media seem t o be 
secondary t o p e r s o n a l i n f l u e n c e . T h i s f i n d i n g , o f c o u r s e , s h o u l d come 
as no s u r p r i s e - Katz and L a z a r s f e l d , f o r i n s t a n c e , have w e l l documented 
th e i m p o r t a n c e o f p e r s o n a l i n f l u e n c e . S i m i l a r l y , Stacey, showed the 
e x i s t e n c e and imp o r t a n c e o f p e r s o n a l c o n n e c t i o n s and the " c l o s e l y i n t e r -
l o c k i n g r e l a t i o n s h i p s " (1960, p . 8 3 ) . 
( 1 ) C o n c l u s i o n 
I t appears t h a t a s u b s t a n t i a l p r o p o r t i o n o f these o r g a n i s a t i o n s have 
some o u t p u t on i n d u s t r i a l s o c i o l o g y and AWGs (35 and 28 ou t o f 95 
r e s p e c t i v e l y ) w h i l e 19 o u t o f 95 knew where t o go f o r f u r t h e r i n f o r m a t i o n . 
O b v i o u s l y these o r g a n i s a t i o n s have a r o l e t o p l a y - i n d i f f u s i n g such i d e a s . 
H a r d l y s u r p r i s i n g g i v e n t h a t i t i s i n t h e area o f i n f o r m a t i o n - s u p p l y i n g 
i n w h i c h they have e x p e r t i s e . But the r o l e o f the i n d u s t r y s p e c i f i c 
o r g a n i s a t i o n s o f the b r e w i n g i n d u s t r y was e x c e e d i n g l y l i m i t e d - n o t one 
had any o u t p u t on i n d u s t r i a l s o c i o l o g y o r AWGs. I s t h i s the case i n 
o t h e r i n d u s t r y - s p e c i f i c o r g a n i s a t i o n s ? As r e g a r d s f e e d i n g i n f o r m a t i o n 
t o o r g a n i s a t i o n s , t h e n the ITBs have s u r p r i s i n g l y l i t t l e i m p a c t , whereas 
th e WRU has had a n o t i c e a b l e i m p a c t , j u d g i n g by the l a r g e number o f 
recommendations made t o c o n t a c t the U n i t . 
How the o r g a n i s a t i o n s i n f o r m t h e i r members and the r o l e t h e y p l a y 
v a r i e s . A l t h o u g h t h e presence o f i n d u s t r i a l s o c i o l o g y i s n o t always d i r e c t 
or s t a t e d i t i s more o f t e n i n c o r p o r a t e d i n t o c ourses whereas AWGs t e n d 
more o f t e n t o be p r e s e n t e d i n p u b l i c a t i o n s . I n t u r n , t h e presence o f 
AWGs would appear t o be o l e a r e r - i t s i n c l u s i o n i s n o t ambiguous and i t s 
d i f f u s i o n i s as o r i g i n a l l y s u s p e c t e d , e a s i e r t o t r a c e . Secondly, t h e 
r o l e p l a y e d by the o r g a n i s a t i o n s v a r i e s b o t h i n i m p o r t a n c e and method. 
A most i n t e r e s t i n g f i n d i n g here was the d i s c o v e r y t h a t t h r e e o f the t e n 
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o r g a n i s a t i o n s examined i n g r e a t e r d e p t h were oonoernod t o f o s t e r n e t w o r k s 
between t h e i r members and w i t h i n i n d u s t r y * T h i s r e l i a n o e on p e r s o n a l 
o o n t a o t i s an as p e c t o f d i f f u s i o n w hioh w i l l emerge r e p e a t e d l y t h r o u g h o u t 
t h e r e s e a r c h . 
I t i s , however, d i f f i c u l t t o e v a l u a t e t he impact o f i n d i v i d u a l o r g a n i -
s a t i o n s . T h e i r a c t i v i t i e s and t h e i n t e r e s t i n them v a r i e s . A l t h o u g h i t 
was n o t i n v e s t i g a t e d h e r e , i t i s p o s s i b l e t h a t one o f the f a c t o r s may be 
the p e r s o n a l i t y o f the d i r e o t o r . Some o r g a n i s a t i o n s have w e l l - k n o w n 
spokesmen, t h e l a t e John Methven o f the OBI, John G a r n e t t o f t h e I S , 
whereas the d i r e c t o r s o f o t h e r s , l i k e t h e BIM and IPM a r e l e s s f a m i l i a r 
names. C l a r k s u ggests " t h e r e i s s t r o n g evidonoe t o i n d i o a t e t h a t such 
i n s t i t u t e s a r e dominated by key f i g u r e s w i t h s t r o n g c h a r i s m a t i o / o g r e -
l i k e images" (1972, p . 3 ) . S i m i l a r l y t t h e g e o g r a p h i c a l l o c a t i o n s o f 
o r g a n i s a t i o n s may be i m p o r t a n t arid t he e x t e n t t o w h i c h member companies 
are s i t u a t e d near a t hand!* 4 Of c o u r s e , impaot may be r e l a t e d s i m p l y t o 
the number o f members and number o f p u b l i c a t i o n s so t h a t those Who a r e 
dominant are l i k e l y t o r e m a i n so. I t w i l l be i n t e r e s t i n g t o l o o k a t 
the o p i n i o n s h e l d Of suoh o r g a n i s a t i o n s i n One i n d u s t r y i n o r d e r t o 
answer some o f these q u e s t i o n s . 
R egarding t h e amount and l e v e l o f i n f o r m a t i o n w h i c h these o r g a n i s a t i o n s 
p u t o u t , l i t t l e can be s a i d . Some o r g a n i s a t i o n s d i d have s p e c i a l i s t a d v i s e r s 
on AWGs, and some had w o l l - q u a l i f i e d p e r s o n n e l i n the b e h a v i o u r a l s c i e n c e s / 
i n d u s t r i a l s o d i o l o g y . But i t would be ha r d t o make any g e n e r a l i s a t i o n s 
here - f u r t h e r r e s e a r c h i s n e c e s s a r y . The speakers chosen by these 
o r g a n i s a t i o n s t e n d t o be ( b u t n o t a l w a y s ) w e l l - k n o w n . T h i s suggests 
( a ) t h e r e i s u n l i k e l y t o bo a ( s u o o e s s f u l ) s e l e c t i v e p r e s e n t a t i o n o f 
i d e a s , and ( b ) t h a t t h r o u g h u s i n g e s t a b l i s h e d speakers i n the f i e l d , t h e r e 
may h o t n e c e s s a r i l y be a g r e a t d i f f e r e n c e i n t h e i n f o r m a t i o n o u t p u t o f 
v a r i o u s o r g a n i s a t i o n s . 
- 187 -
That so many o r g a n i s a t i o n a l spokesmen r e c o g n i s e d and used the t e r m 
i n d u s t r i a l s o c i o l o g y , y e t o f t e n t h e courses o f f e r e d by the o r g a n i s a t i o n s 
r e f e r r e d t o b e h a v i o u r a l s c i e n c e , s u ggests t h a t a s h i f t i n t e r m i n o l o g y 
f r o m ' i n d u s t r i a l s o c i o l o g y ' t o ' b e h a v i o u r a l s c i e n c e ' t a k e s p l a c e w i t h i n 
these o r g a n i s a t i o n s , a l t h o u g h the reasons are n o t o b v i o u s . I t may be 
t h a t i t r e f l e c t s views o f academics o r t h e o r e t i c a l s u b j e c t s h e l d w i t h i n 
i n d u s t r y , w h i c h a f t e r a l l , these o r g a n i s a t i o n s have t o r e a c h , and p l e a s e . 
But a g a i n , these o r g a n i s a t i o n s r o l e as l i n k e r s and t r a n s l a t o r s i s a p p a r e n t . 
The c l i m a t e o f o p i n i o n r e g a r d i n g AWGs i s v e r y mixed - some o r g a n i -
s a t i o n s s e e k i n g t o promote i t , o t h e r s s e e i n g i t as somewhat passe o r a t 
l e a s t n o t new. Again the demand f o r i n f o r m a t i o n on the t o p i c v a r i e s . 
Very l i t t l e can be s a i d here w i t h o u t more e x t e n s i v e r e s e a r c h . 
More g e n e r a l l y r e g a r d i n g t h e r o l e o f o r g a n i s a t i o n s i n i n i t i a t i n g or 
r e a c t i n g t o , i n t e r e s t i n a t o p i c , i t appears t h a t t h e r e i s no s t r a i g h t f o r w a r d 
i n f l u e n c e . R a t h e r , o r g a n i s a t i o n s r e f l e c t what i s happening around them 
and making t h e i r own c o n t r i b u t i o n i n t h e p r o c e s s . 
What does emerge i n l o o k i n g a t o r g a n i s a t i o n s i s t h e i m p o r t a n c e o f 
n e t w o r k s and i n t e r c o n n e c t i o n s . I n t e r c o n n e c t i o n s between o r g a n i s a t i o n s 
and o t h e r areas such as academiaj n e t w o r k s between o r g a n i s a t i o n s , f o s t e r e d 
w i t h i n i n d u s t r y t h r o u g h o r g a n i s a t i o n a l membership. I t i s the i m p o r t a n c e 
o f p e r s o n a l c o n t a c t w h i c h r e c u r s - o f knowing people and t a l k i n g t o p e o p l e , 
g e t t i n g i n f o r m a t i o n a t f i r s t r a t h e r t h a n second-hand. Of a l l o w i n g p e r s o n a l 
i n f l u e n c e t o be e x e r t e d . A f i n d i n g w h i c h re-emerges i n r e l a t i o n t o o t h e r s 
i n the l i n k i n g f u n c t i o n as w e l l as those i n t h e b r e w i n g i n d u s t r y . 
CHAPTER FIVE 




INDUSTRIAL TRAINING BOARDS 
I n d u s t r i a l T r a i n i n g Boards (ITBs) were i n v e s t i g a t e d separately 
f o r two reasons: (a) Two ITBs have been prominent i n implementing 
AWGs. (b) ITBs are uniquely placed to play p o t e n t i a l l y a large r o l e 
i n d i f f u s i o n . Occupying the middle ground between government and i n d u s t r y , 
they reach a v a r i e t y o f audiences w i t h i n companies. Being involved w i t h 
the human side of i n d u s t r y and having fewer f i n a n c i a l concerns than 
independent i n f o r m a t i o n - g i v i n g o r g a n i s a t i o n s , ITBs are e s p e c i a l l y l i k e l y 
to be involved i n d i f f u s i n g i n d u s t r i a l sociology. Yet a number of 
respondents - i n the l i n k i n g r o l e and i n i n d u s t r y - s t a t e d t h a t ITBs 
were not at a l l important as l i n k e r s . The r o l e o f ITBs obviously needed 
i n v e s t i g a t i n g . Do they have a r o l e t o play, I f they do act to d i f f u s e 
i n f o r m a t i o n r e l a t i n g to i n d u s t r i a l sociology and AWGs, what, how, and t o 
whom, do they d i f f u s e such i n f o r m a t i o n , What demand e x i s t s f o r t h e i r 
knowledge and expe r t i s e i n the d i f f e r e n t i n d u s t r i e s and types of company? 
How do they compare w i t h other organisations seeking to inform industry? 
What a f f e c t s the r o l e o f ITBs i n d i f f u s i o n ? The a c t i v i t i e s of ITBs are by 
t h e i r nature, i n seeking the acceptance and commitment of i n d u s t r y t o 
t r a i n i n g c l o s e l y concerned w i t h d i f f u s i o n . For t h i s reason not only are 
the a c t i v i t i e s of the ITBs of i n t e r e s t but t h e i r comments on t h e i r r o l e and 
on i n d u s t r y are i n t e r e s t i n g to study. Approaches were made to the various 
ITBs. Before looking a t the outcome of these, a short resume'of the back-
ground to ITBs w i l l be h e l p f u l , showing the parameters w i t h i n which they 
operate. 
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1. The Background o f ITBs 
ITBs were formed as a r e s u l t o f the 1964 I n d u s t r i a l T r a i n i n g Act, 
to improve the amount and q u a l i t y of t r a i n i n g i n B r i t i s h i n d u s t r y . 
There are now 28 ITBs (in c l u d i n g the National Water C o u n c i l ) . The ITBs 
vary g r e a t l y - i n the numbers employed and the i n d u s t r i es w i t h i n the 
scope of each Board; i n the number of ITB s t a f f ; i n the range of 
companies. The minimum size of f i r m which comes w i t h i n the scope of an 
ITB varies from i n d u s t r y to i n d u s t r y , as does the levy which each ITB 
was given powers to r a i s e on the p a y r o l l of the companies which would come 
w i t h i n i t s scope. 
The Chairman of each ITB i s o f t e n someone who has r e c e n t l y r e t i r e d 
from a senior p o s i t i o n i n i n d u s t r y , there are equal numbers of employer 
and trade union r e p r e s e n t a t i v e s , and a smaller number of members from 
educational bodies. Governmental bodies, of course, take some i n t e r e s t 
i n the a c t i v i t i e s of the Boards^the main one (since 1973) being, the 
Manpower Services Commission (MSC). This was set up amongst other t h i n g s , 
to coordinate the a c t i v i t i e s of the ITBs and t o meet t h e i r o perating costs 
(given t h a t companies which met the ITBs' c r i t e r i a f o r t r a i n i n g p r o v i s i o n 
should be exempt from l e v y ) . Both the CBI and the TUC are e q u a l l y 
represented i n the MSC. 
Concern regarding the p o s s i b i l i t y t h a t the ITBs w i l l become an 
instrument of government p o l i c y has been expressed by some ITBs. For 
instance, w i t h i n the Engineering ITB "There was a widespread f e e l i n g 
t h a t since the 1973 Act, t r a i n i n g boards had become more and more 
instruments of Government s o c i a l p o l i c y . There was, however, broad 
support f o r the idea t h a t the EITB e x i s t e d t o serve the engineering 
i n d u s t r y and was u l t i m a t e l y responsible t o i t f o r i t s p o l i c i e s and 
achievements." (EITB Accounts 1978/9, p.3). 
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Twenty s i x t r a i n i n g boards were w r i t t e n t o ( i n c l u d i n g the N a t i o n a l 
Water Council but excluding the Gas ITB and the Local Government TB) and 
were asked ' i f any of the a c t i v i t i e s o f the T r a i n i n g Board are 1) concerned 
w i t h f o s t e r i n g the use of i n d u s t r i a l sociology - whether through t r a i n i n g , 
conferences, seminars, e t c . , and 2) concerned i n any way w i t h the idea of 
awgs?' The l e t t e r s were addressed to 'The Secretary' w i t h the hope t h a t 
they, as w i t h s i m i l a r general e n q u i r i e s by people i n the i n d u s t r y , would 
be passed to the appropriate person. This reasoning overlooked the f a c t , 
l a t e r discovered, t h a t some ITBs have given i n d i v i d u a l advisers a s p e c i f i c 
s e c t o r ( s ) f o r which they were to be the main contact. 
A l l twenty s i x ITBs e v e n t u a l l y r e p l i e d , four by telephone, twenty two 
by l e t t e r . Of the l a t t e r , f i v e suggested I v i s i t the ITB and v i s i t s were 
arranged accordingly. Through the telephone c a l l s and v i s i t s , a g r e a t e r 
amount of i n f o r m a t i o n was obtained on the ITBs which w i l l be presented 
f i r s t (see Table). 
ITBs contacted 26 
Replied by l e t t e r 22 
11 telephone 4 26 
Greater amount of i n f o r m a t i o n obtained: 
V i s i t s to ITBs 5 
Telephone conversations 4 
9 ITBS 
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3. Comments from ITB Spokesmen 
Before looking at the ITBs a c t i v i t i e s regarding i n d u s t r i a l sociology 
and AWGs some comments by ITB spokesmen w i l l be discussed. I n f o r m a t i o n on 
a number of aspects o f ITBs was obtained from 9 respondents as a r e s u l t 
of telephone and/or face-to-face conversations. The top i c s include the 
impact of ITBs, t h e i r i n f o r m a t i o n sources and contacts as w e l l as the 
r o l e of the ITBs. The spokesmen's comments help give a c l e a r e r p i c t u r e o f 
the i n t e r a c t i o n o f ITBs and t h e i r i n d u s t r y i n t u r n g i v i n g an 
app r e c i a t i o n of the f a c t o r s involved i n the a t t e n t i o n given by ITBs t o AWGs 
and i n d u s t r i a l sociology. 
( i ) The Role of ITBs: 
Some comments about the Boards, t h e i r s t a f f and a c t i v i t i e s were made 
which i l l u s t r a t e the f a c t o r s a f f e c t i n g the r o l e o f ITBs. Although one 
respondent could s t a t e t h a t "the... T r a i n i n g Board i s probably the main 
disseminator of the f i n d i n g s o f i n d u s t r i a l sociology t o /the i n d u s t r y / ..." 
the importance and impact of the T r a i n i n g Boards v a r i e s from i n d u s t r y t o 
ind u s t r y and the s p e c i a l i n d u s t r i a l environment of each Board was c o n s t a n t l y 
stressed. 
Given t h a t "An ITB i s set by the c u l t u r e of the i n d u s t r y " , three 
f a c t o r s were repeatedly mentioned as a f f e c t i n g the a c t i v i t i e s of the ITBs: 
1. the v a r i e t y of companies w i t h i n the scope of the ITBs - i n s i z e , product 
and method of production, 
2. the climate of the i n d u s t r y and a t t i t u d e s to change, 
3. the economic cond i t i o n s f a c i n g the i n d u s t r y . 
A more v a r i e d range o f companies means a more d i f f i c u l t job f o r ITBs w i t h 
d i f f e r e n t t r a d i t i o n s not only towards t r a i n i n g but t o recruitment and 
change. Thus the w i l l i n g n e s s to undertake t r a i n i n g programmes i n labour-
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i n t e n s i v e i n d u s t r i e s f a c i n g a recession i n the market and/or cheap imports 
i s l i k e l y to be s u b s t a n t i a l l y d i f f e r e n t from t h a t of a c a p i t a l - i n t e n s i v e 
and t e c h n o l o g i c a l l y s o p h i s t i c a t e d i n d u s t r y where labour costs are 
i n s i g n i f i c a n t . I f companies are " f i g h t i n g f o r s u r v i v i a l " i t i s not 
s u r p r i s i n g t h a t a p a r t i c u l a r i n d u s t r y i s " a n t i - t r a i n i n g " . However, 
i n d u s t r i e s enjoying s t a b i l i t y i n markets and p r o f i t s can become "smug" 
and end up being equally d i s i n t e r e s t e d i n t r a i n i n g . There may be, (as 
was found i n the brewing i n d u s t r y ) an accent on the p r a c t i c a l : "a manager 
i s someone who can make b r i c k s " ; " I n the r o l e s they perform t e c h n i c a l 
dimensions are valued s u b s t a n t i a l l y , management techniques very l i t t l e . " 
Thus, a number o f aspects can a f f e c t the r e c e p t i v i t y of f i r m s t o ITBs 
and to any changes i n work o r g a n i s a t i o n they might advocate. 
Other f a c t o r s play a p a r t . The size o f company: " I t i s the l a r g e s t 
companies who use us most". A t t i t u d e s to t r a i n i n g : "The companies which 
need us l e a s t use us most." The ownership o f the company: "American-based 
companies are much more open to t r a i n i n g and development schemes" or , 
i n the 'family* company - which dominates i n some sectors - there may be 
a " r e j e c t i o n of anyone from o u t s i d e . " The composition of the labour f o r c e : 
young/old, s k i l l e d / u n s k i l l e d , etc. w i l l also a f f e c t the r o l e of the ITB. 
S i m i l a r l y , when an " i n d u s t r y i s known f o r i t s high q u a l i t y of graduate 
and the numbers i t takes i n " , the demands made of the ITB i n terms o f 
t r a i n i n g w i l l be q u i t e d i f f e r e n t . The presence or absence of graduates 
i n an i n d u s t r y may be r e f l e c t e d i n the ITB s t a f f , r e c r u i t e d as they are 
from t h a t i n d u s t r y , and i n t u r n i n the degree of emphasis on the need f o r 
p r a c t i c a l experiences. 
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But the impact of the ITB also depends on the JTB i t s e l f . I t may 
lack a range of s p e c i a l i s t s t a f f to deal w i t h m u l t i f a r i o u s problems and 
i t s o r g a n i s a t i o n may mean t h a t some geographical areas are neglected i n 
favour of more densely populated areas. S i m i l a r l y "Success v a r i e s w i t h 
r e g i o n , p o s s i b l y due to the p e r s o n a l i t y of the r e g i o n a l manager." A 
lack of communication may reduce impact. One ITBs" survey i n 1978 
" i n d i c a t e d t h a t the Board d i d not communicate s u f f i c i e n t l y w i t h i t s 
i n d u s t r y about i t s c a p a b i l i t i e s and achievements nor about i t s r e l a t i o n -
ship w i t h other agencies and organisations i n the t r a i n i n g and manpower 
f i e l d s . " (Chemical ITB Accounts, August, 1978, p.29). Thus, i t can be 
seen t h a t there are numerous f a c t o r s which can a f f e c t the r o l e played by 
ITBs i n d i f f u s i o n . Bearing these i n mind, i t w i l l be i n t e r e s t i n g to 
look at the ITBs own e v a l u a t i o n of t h e i r impact, and by extension t h e i r 
p o t e n t i a l r o l e i n d i f f u s i o n . 
( i i ) The Impact of ITBs 
When the respondents were asked about the impact of t h e i r ITB, most 
were cautious: e.g. " I f the ... ITB has managed to do anything i t i s 
t h i s , t h a t we have caused people t o t h i n k about management t r a i n i n g " , or 
t h a t the Board "has acted as a c a t a l y s t " i n promoting new ideas. But 
no great claims were made, perhaps due to the precariousness of t h e i r 
p o s i t i o n i n r e l a t i o n t o government spending cuts - keenly f e l t a t the time 
as cuts had already s u b s t a n t i a l l y reduced t h e i r budgets. While one 
commentator f e l t the Board had " q u i t e an e f f e c t " and i n one i n d u s t r y there 
was a "very high regard and acceptance o f t r a i n i n g " i n another " i n terms 
of management education our i n f l u e n c e i s minimal". Again the size of company 
was r e f e r r e d t o , but n e g a t i v e l y , the very large companies having " t h e i r own 
t r a i n i n g machine - they don't come to us i n droves." 
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To evaluate the impact of ITBs on the i n d u s t r i e s w i t h i n t h e i r scope 
would be an exceedingly complicated and time-consuming exercise (and one 
t h a t i s c u r r e n t l y being undertaken by the MSC) and i t was not the i n t e n t i o n 
t o do so. But t o the extent t h a t the ITB i s "the c r u c i a l informant" 
regarding new techniques i n t r a i n i n g and work o r g a n i s a t i o n , as one 
respondent claimed of the Board, then they obviously have a gatekeeping 
r o l e . So much so, t h a t i f the adviser "picks up the wrong end o f a 
s t i c k , then they /the companies/ get the wrong end o f the s t i c k . " With 
regard t o subjects l i k e i n d u s t r i a l sociology, the Board can "act as 
i n t e r p r e t e r s or blockers by d e - j a r g o n i s i n g a t o p i c so t h a t people can 
recognise i t , or keep i t i n jargon and people don't become so i n t e r e s t e d . . . " 
At the same time, an 1TB can r e c r u i t people w i t h behavioural science 
backgrounds ( i f t h a t i s seen to be r e l e v a n t or d e s i r a b l e ) which i n t u r n 
w i l l a f f e c t the i n f o r m a t i o n o f f e r e d and a v a i l a b l e t o the i n d u s t r y , as w e l l 
as perhaps any innovations which are undertaken. 
Assuming t h a t ITBs do have some impact i n r e l a t i o n t o d i f f u s i o n , 
what l e v e l of e x p e r t i s e do they have regarding i n d u s t r i a l sociology? 
Although only a few of the people t a l k e d t o i n ITBs had "a behavioural 
science background", i n most there was someone who had had a s u b s t a n t i a l 
i n p u t of 'behavioural science' ( t h e i r phrase) somewhere i n t h e i r t r a i n i n g 
and who presumably could be c a l l e d upon f o r i n f o r m a t i o n and advice. I n 
another; i t had been considered: "We have thought about t a k i n g on someone 
from the s o c i a l sciences, but only thought about i t . " I n at l e a s t 5 ITBs 
there i s a separate research department and i t i s there t h a t graduates and 
e s p e c i a l l y b e h a v i o u r a l / s o c i a l s c i e n t i s t s are more l i k e l y t o be found. 
One ITB boasts 5 graduates - s o c i o l o g i s t s and s o c i a l s c i e n t i s t s - i n i t s 
research department. But t h i s i s the exception r a t h e r than the r u l e . The 
c o n t i n u a l l y mentioned need f o r p r a c t i c a l experience w i t h i n the i n d u s t r y i s 
U'JU W I U ' I •• • • ! i ) I !,„• .1 i i >.- J. : . 
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l i k e l y t o m i l i t a t e against r e c r u i t s having behavioural or s o c i a l 
science backgrounds as graduates i n these subjects ( t r a d i t i o n a l l y ) appear 
to have shunned i n d u s t r i a l careers. 
Lack o f a behavioural science background i s not n e c e s s a r i l y c r u c i a l , 
f o r as one t r a i n i n g adviser pointed out "we have a l l done small courses". 
I t i s p o s s i b l e , also, t h a t the 'informed amateur' (see the brewing 
i n d u s t r y section) i s more e n t h u s i a s t i c about t o p i c s from the s o c i a l sciences 
than someone w i t h formal t r a i n i n g . Nevertheless, the degree of e x p e r t i s e 
i n ITBs r e l a t i n g to i n d u s t r i a l sociology i s not high and t h i s must a f f e c t 
t h e i r r o l e i n d i f f u s i n g ideas from t h i s source. 
Impressive was the range o f experience which the respondents had i n 
i n d u s t r y , o f t e n i n more than one i n d u s t r y , w h i l s t two had experience i n 
other ITBs and one i n the WRU. The companies i n which the respondents 
had worked, tended t o be very l a r g e , and o c c a s i o n a l l y , m u l t i - n a t i o n a l . 
While a number of advisers had been i n the t r a i n i n g f u n c t i o n t h i s was not 
always the case, some coming from areas such as work study, sales and 
engineering. That there was any p a r t i c u l a r f u n c t i o n from which ITB s t a f f 
were r e c u i t e d was not mentioned, merely t h a t "we take on people who have 
had managerial or executive r e s p o n s i b i l i t y - we're f a i r l y f i r m i n t h a t . . . . " 
However, i n another TB, the respondent pointed out: 
"We have never been i n the business o f d i r e c t t r a i n i n g -
o f f i c i a l l y . But we tend to employ t r a i n e r s - they come 
i n as advisers and don't want to lose t h e i r s k i l l s as 
t r a i n e r s . So i n c r e a s i n g l y , we have been involved i n semi-
d i r e c t t r a i n i n g . . . . " . 
The existence of such i n d u s t r i a l experience suggests t h a t ITB personnel 
are l i k e l y to r e f l e c t the views o f i n d u s t r y regarding the s o c i a l sciences. 
However, t h e i r heavy involvement i n t r a i n i n g and t h e i r ambiguous r o l e i n 
r e l a t i o n to i n d u s t r y may counteract t h i s i n f l u e n c e , so t h a t there may be 
an attempt to overcome r e s i s t a n c e t o ideas from areas such as i n d u s t r i a l 
sociology. 
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Re-cap: I t becomes c l e a r e r here t h a t Boards to a large extent 
do r e f l e c t t h e i r i n d u s t r y - whether the economic cond i t i o n s which are 
being experienced, or the composition o f the workforce. But the impact 
of ITBs i s also r e l a t e d t o the Board i t s e l f - on the e f f e c t i v e n e s s o f 
i t s communication w i t h the i n d u s t r y and i t s l e v e l o f e x p e r t i s e . The 
c e n t r a l i t y o f i n d u s t r i a l experience was emphasised and t h i s accounts 
f o r the impressive range of i n d u s t r i a l experience which was found. 
( i i i ) I n t e r - I T B Contact 
One of the aims i n p u t t i n g the ITBs under the umbrella of the MSC 
was to f o s t e r communication between ITBs, and to encourage the use o f each 
other's resources. But there has been a "noted f a i l u r e of the MSC here", 
according t o one ITB spokesman. 
Despite the existence of the I n t e r - T r a i n i n g Board L i a i s o n Group there 
i s n e i t h e r frequent nor f r u i t f u l contact. Occasionally there are j o i n t 
p r o j e c t s w i t h another Board but g e n e r a l l y there i s l i t t l e contact: "as 
f a r as going to other ITBs and seeing what they know, then not as much 
as I would l i k e . " Four people mentioned one other Board w i t h whom they 
had 'an e s t a b l i s h e d contact' - (Not n e c e s s a r i l y where there was an 
overlap i n scope) w h i l e two said there was no contact other than through 
the Inter-Board Meeting. Only one Board had a number of contacts w i t h 
other ITBs through t h e i r a t t e n d i n g seminars held by the Board, by using 
m a t e r i a l developed i n other Boards, as w e l l as c a l l i n g upon one another's 
experiences. What i s most s u r p r i s i n g i s the lack o f contact between 
Boards who have been t r y i n g innovations i n work o r g a n i s a t i o n . T h i s , i n 
t u r n , must n e g a t i v e l y a f f e c t the ITBs r o l e i n d i f f u s i o n . Given the 
common problems which many ITBs must face, t h i s lack of contact i s 
a s t o n i s h i n g . And i t i s one which does not go unnoticed i n i n d u s t r y 
(see the brewing i n t e r v i e w s ) . 
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( i v ) External Contacts 
What contacts are important to ITBs? I n looking at t h i s the 
breadth of ITBs 1 i n f o r m a t i o n sources and the p o t e n t i a l channels of 
d i f f u s i o n can be discovered. Only s i x people were asked about organisa-
t i o n s w i t h which they had contact, so remarks here should be t r e a t e d 
w i t h great caution. The BIM was mentioned on 4 occasions, the IS on 
3, and the CBI and IPM twice. Other organisations were mentioned once: 
the ATM, I n s t i t u t e of Marketing, I n s t i t u t e of Work Study, I n s t i t u t e of 
E l e c t r i c a l Engineers. Both the r e l a t i v e l y high mention o f the IS and 
low mention of the IPM i s worth n o t i n g . One person r e f e r r e d to networks 
of which he was, or hoped t o be, a member: the OD Network, Future Networks, 
Long Range Planning Network through which i n f o r m a t i o n i s exchanged, and 
contacts made w i t h a wide cross-section of people, e s p e c i a l l y from large 
companies. These amateur 'Think-Tanks 1 run sessions i n which various 
issues - cu r r e n t and f u t u r e - are discussed and through which " s t r a t e g i c 
people" are met. "We get i n t o networks because we t h i n k t h i s i s the way 
you have t o operate" t h a t i s , by c r e a t i n g a mass through which ideas can 
become i n f l u e n t i a l . The ITB was a t y p i c a l , t h i s l e v e l of s o p h i s t i c a t i o n 
was not encountered i n the other ITBs v i s i t e d and t h i s ITB was known by 
others t o be 'advanced'. Given t h a t t h i s ITB was i n a c a p i t a l - i n t e n s i v e 
i n d u s t r y dominated by m u l t i - n a t i o n a l s , t h i s s o p h i s t i c a t i o n i s under-
standable. 
As was found i n the brewing i n d u s t r y , the a t t e n t i o n paid t o published 
m a t e r i a l i s not great: "We do read, but we don't go through j o u r n a l s 
s y s t e m a t i c a l l y . . . " ; "We get so l i t t l e time to look at the s t u f f which 
comes i n . . . " . One respondent s a i d , he " d i d n ' t r a t e magazines as a 
f a n t a s t i c a l l y good source of i n f o r m a t i o n . I f you read a r t i c l e s on 
something, a l l i t does i s a l e r t you t o what i t ' s about. You couldn't 
use what was i n the a r t i c l e . " 
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Organisations and the m a t e r i a l they produce do not appear to be 
very important as i n f o r m a t i o n sources, or by extension, as i n f l u e n t i a l 
channels of d i f f u s i o n . Rather, i t i s personal contacts t h a t are 
important to Board s t a f f : academics; commercial consultants; ex-colleagues; 
t r a i n i n g o r g a n i s a t i o n s . Respondents i n r e g i o n a l ITB o f f i c e s tended 
(as was found i n r e g i o n a l brewing companies) to only have l o c a l contacts 
w i t h p o l y t e c h n i c s , u n i v e r s i t i e s e t c . Academic contacts had been a c t i v e l y 
sought by some Boards: "We have picked o f f people we t h i n k we would l i k e 
to t a l k t o , q u i t e d e l i b e r a t e l y . " The respondent from t h i s Board mentioned 
a very large number of people i n the USA and Europe. While the others 
mentioned less e x o t i c names, there does seem to be s u b s t a n t i a l contact w i t h 
academics and others. Some ITBs sponsored research workers i n u n i v e r s i t i e s 
and business schools, others had contact w i t h researchers working i n the 
i n d u s t r y or i n f i e l d s i n which the Board was p a r t i c u l a r l y i n t e r e s t e d or 
involved. A t t i t u d e s to academics, however, were not always favourable: 
"We f a l l across them from time t o time" - not the most e n t h u s i a s t i c 
response! 
To i l l u s t r a t e how the i n d u s t r y a f f e c t s the ITB i t i s i n t e r e s t i n g t o 
compare the academic contact and research i n t e r e s t s of two boards: 
one from a c a p i t a l - i n t e n s i v e i n d u s t r y dominated by huge companies where high 
p r o f i t s were the norm and c o n t i n u i n g growth was a n t i c i p a t e d , the other from 
a l a b o u r - i n t e n s i v e i n d u s t r y where there was a large p r o p o r t i o n o f small 
f i r m s , where p r o f i t s were low or non-existent and the f u t u r e exceedingly 
gloomy. The former had been v a r i o u s l y concerned w i t h s t r a t e g i c planning, 
o r g a n i s a t i o n a l a n a l y s i s , o r g a n i s a t i o n a l i m p l i c a t i o n s of i n t e r v e n t i o n s , 
impact o f i n t e r n a t i o n a l trends and has an impressive l i s t of i n t e r n a t i o n a l 
contacts. In the second i n d u s t r y , a t t e n t i o n has been focussed on s e l f -
organised groups i n an attempt t o increase the f l e x i b i l i t y of the work-
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force so i t can adapt t o a co n s t a n t l y changing market i n which company 
s u r v i v a l i s u n c e r t a i n . The contacts were not only l o c a l but r e l a t e d t o t h i s 
one research a c t i v i t y . Thus, w h i l e the l a t t e r i s concerned w i t h f i r e -
f i g h t i n g , i n h e l p i n g the small companies survive i n an i n c r e a s i n g l y 
h o s t i l e world; the former can adopt a more relaxed and long-sighted 
approach where p o t e n t i a l problems can be i d e n t i f i e d and avoided. Thus 
there appear t o be q u i t e large d i s p a r i t i e s between the a c t i v i t i e s and 
c a p a b i l i t i e s o f the Boards, p r i m a r i l y r e f l e c t i n g the i n d u s t r y c o v e r e d . ^ 
I f ITBs r e f l e c t and react t o t h e i r i n d u s t r y i t means organisations other 
than ITBs f i r s t i nform people i n i n d u s t r y . 
As regards the i n s t i t u t i o n a l bases o f i n d i v i d u a l contacts a 
s u r p r i s i n g l y large number of u n i v e r s i t i e s were mentioned. 
I n s t i t u t i o n a l contacts: U n i v e r s i t i e s 18 





42 (mentioned by 9 respondents) 
A t h i r d o f these r e f e r r e d t o u n i v e r s i t i e s known t o be i n t e r e s t e d i n 
i n d u s t r i a l matters, e.g. Loughborough, Bath, Brunei. That so many o f the 
other u n i v e r s i t i e s have undertaken research or acted as advisers t o the 
ITBs i s i n t e r e s t i n g . Perhaps a s s o c i a t i o n w i t h ITBs i s more acceptable 
than a s s o c i a t i o n w i t h i n d u s t r y i t s e l f , serving as the ITBs do both trade 
union and employer i n t e r e s t s , so t h a t w h i l e the u n i v e r s i t i e s can claim t o 
be undertaking 'relevant' work, i t cannot be seen (or at l e a s t not so 
c l e a r l y ) t o be serving the i n t e r e s t s o f the powerful alone. This close 
r e l a t i o n s h i p w i t h the academic sphere i s i n t e r e s t i n g as i t suggests t h a t 
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ITBs do have a genuine l i n k i n g f u n c t i o n ; a c t i n g as in t e r m e d i a r i e s 
between the academic and i n d u s t r i a l spheres, although the p o t e n t i a l o f 
t h a t f u n c t i o n has not been f u l l y r e a l i z e d . For instance, from the 
respondents' comments the suggestion emerges t h a t the impact of ITBs i n 
any i n d u s t r y i s very much dependent on an i n d i v i d u a l or i n d i v i d u a l s i n 
the ITB r a t h e r than on the p o s i t i o n and r o l e of the Board i t s e l f . 
Contacts are also made through research p r o j e c t s and i n t e r e s t s pursued 
w i t h i n ITBs, i n t u r n increasing the i n f o r m a t i o n i n p u t t o , and a v a i l a b l e 
from, ITBs. The areas i n which research i s being c a r r i e d out or 
programmes i n i t i a t e d , depends on the i n t e r e s t s of i n d i v i d u a l s w i t h i n the 
ITBs. There was q u i t e c l e a r evidence o f ITB personnel having hobby-horses: 
one person had been "completely so l d on the idea of a t r a i n i n g group 
system"; or "we had a s t a f f member who went overboard on o r g a n i s a t i o n a l 
a n a l y s i s " ; "We ran a couple of outdoor courses - we d i d them because we 
had a man i n the Board who had a great i n t e r e s t i n t h i s k i n d of t r a i n i n g . " 
The s u r v i v i a l of these ideas depends on the i n d i v i d u a l and h i s p o s i t i o n 
w i t h i n the Board. I f he leaves the idea i s l i k e l y t o be dropped o r , at 
l e a s t , less e n t h u s i a s t i c a l l y promoted. The in c r e a s i n g turnover i n ITB 
s t a f f means t h a t a ' f l a v o u r of the year' s i t u a t i o n e x i s t s i n some boards. 
Others w i t h i n the Board, having seen ideas and people come and go, may 
be s c e p t i c a l and c y n i c a l about new ideas. But the range o f contacts of 
the ITB w i l l be extended and the awareness of new ideas increased by 
i n d i v i d u a l s hobby-horses. I n t u r n new r e c r u i t s could f e e l they have to 
f i n d t h e i r own 'special i n t e r e s t ' and while t h i s might encourage fads, 
i n d i v i d u a l s could become informed s p e c i a l i s t s i n a p a r t i c u l a r area or 
type of t r a i n i n g . However, the impact of these i n d i v i d u a l s ' enthusiasms 
i s not ne c e s s a r i l y great. For the f i e l d t r a i n i n g s t a f f may be unaware or 
not f u l l y aware of the developments w i t h i n the Board, a f a c t o r appreciated 
i n at l e a s t one ITB (see Chemical ITB Accounts f o r year 1978, p.29). 
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To b r i e f l y summarise the above: 
1) the c e n t r a l i t y o f personal contacts emerged 
2) the lack of use of other ITBs and l i n k i n g o rganisations and t h e i r 
i n f o r m a t i o n output was found, and, 
3) i t i s the i n d i v i d u a l s who work f o r ITBs who are important r a t h e r 
than the a c t i v i t i e s o f the ITBs per se. 
These f i n d i n g s imply a h i t - o r - m i s s approach of ITBs suggesting t h e i r lack 
o f i n s t i t u t i o n a l i s a t i o n and a lack o f a cl e a r r o l e i n r e l a t i o n t o i n d u s t r y . 
Another notable f i n d i n g was the existence of one respondent who p a r t i c i p a t e d 
i n the networks - at o r g a n i s a t i o n a l and personal l e v e l s - mentioned by 
other l i n k e r s . 
4. I n d u s t r i a l Sociology 
I n the l e t t e r s sent t o the 26 ITB's, they were asked what, i f any, 
of the a c t i v i t i e s o f the T r a i n i n g Board are concerned w i t h f o s t e r i n g the 
use o f i n d u s t r i a l sociology, as w e l l as being asked whether they were 
concerned i n any way w i t h AWGs. 
Regarding the use made of i n d u s t r i a l sociology, i t was s u r p r i s i n g 
t h a t f i v e o f the r e p l i e s made no mention of t h i s question, suggesting 
t h a t i t was seen as p a r t o f (and perhaps i m p l i c i t i n ) t h e i r response on 
AWGs. That the question was u n s a t i s f a c t o r i l y posed i s given support 
from the r a t h e r vague responses. However nine Boards i n d i c a t e d t h a t 
i n d u s t r i a l sociology was disseminated through t r a i n i n g courses, while a 
f u r t h e r 10 said t h a t the f i n d i n g s of i n d u s t r i a l sociology were i n some 
way incorporated i n t o t h e i r a c t i v i t i e s , e.g. seminars, p u b l i c a t i o n s . A 
great deal of v a r i e t y i s concealed w i t h i n these r e p l i e s . For instance, 
i n one ITB the 'only course which i s vaguely r e l e v a n t ' was f o r supervisors 
and included a ' b r i e f discussion' o f "the importance of t r e a t i n g people 
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as i n d i v i d u a l s " . Another r e p l i e d : 
"... we have not consciously f o s t e r e d the use of i n d u s t r i a l 
sociology per se i n our i n d u s t r y through t r a i n i n g courses, 
conferences, seminars, etc. However, we obviously pay 
a t t e n t i o n t o s o c i o l o g i c a l p r i n c i p l e s and aspects i n the 
design, p r o v i s i o n , content and improvement of our t r a i n i n g 
courses, j u s t as we are aware o f the value o f applying 
ideas, e t c . from the f i e l d s o f psychology and behavioural 
science. T r a i n i n g courses i n the area of s t a f f management 
s k i l l s are those most l i k e l y t o f e a t u r e concepts drawn from 
the f i e l d of i n d u s t r i a l sociology i n t h e i r a c t u a l content." 
Only one said t h a t they had no connection w i t h i n d u s t r i a l sociology, 
while another stated 'the impact o f i n d u s t r i a l s o c i o l o g i s t s on the i n d u s t r y 
i s minimal." 
"What, i f any, of the a c t i v i t i e s o f the T r a i n i n g Board are concerned 
w i t h f o s t e r i n g the use o f i n d u s t r i a l sociology? 
No r e p l y to question 5 
I n t r a i n i n g courses 9 
Seminars, incorporated 10 
No i n d u s t r i a l sociology/minimal 2 
26 
That the a t t i t u d e s o f those i n the i n d u s t r y a f f e c t s the p r e s e n t a t i o n 
o f ideas i s apparent. Thus: " A l l the work we do has an element of 
i n d u s t r i a l s ociology..." and went on t o say t h a t i n the i n d u s t r y "even i n 
the most s o p h i s t i c a t e d management development teams, the l a s t t h i n g you 
can t a l k about i s behavioural science... any h i n t o f manipulation. They're 
r e a l l y not i n t e r e s t e d i n t h i s s o r t o f t h i n g . . . . Young managers get 
i n t e r e s t e d but get wrapped up i n the immediate s i t u a t i o n and the i n t e r e s t 
i s not put i n t o a c t i o n . " On s i m i l a r l i n e s , i n an i n d u s t r y where the 
managers see themselves as "tough, quick decision-makers" and there i s 
"a r e j e c t i o n o f paperwork" i t i s u n l i k e l y t h a t ideas from i n d u s t r i a l 
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sociology or behavioural science w i l l be welcomed. However, a few 
respondents pointed out the d i f f e r e n c e s between small and large f i r m s . 
I n a l a r g e , well-known f i r m "which i s f a i r l y s o p h i s t i c a t e d , most people 
would understand the basic concepts" but i n the i n d u s t r y g e n e r a l l y , 
w h i l e : 
"the demand f o r managers dealing w i t h people has of necessity 
become more intense, awareness o f concepts and how groups work, 
autonomous work groups, e n r i c h i n g jobs i s v i r t u a l l y non-existent. 
There i s an enormous b a r r i e r o f scepticism even t o the very 
basics ..." 
I n another i n d u s t r y i t was f e l t t h a t "the US manager responds more t o 
behavioural approaches." 
Of course, the negative a t t i t u d e s found i n p a r t s o f the i n d u s t r y do 
not n e c e s s a r i l y deter the ITBs from pursuing such t o p i c s themselves. Thus 
various p u b l i c a t i o n s have been produced by the ITBs over the years on 
job design, job enrichment, worker m o t i v a t i o n , group working, communica-
t i o n s , etc. and there are a v a r i e t y o f courses such as "The Management 
of Human Resources"; "Job Redesign f o r M o t i v a t i o n and P r o f i t " which might 
w e l l s t i m u l a t e greater i n t e r e s t . 
Two Boards r e f e r r e d t o s p e c i f i c a c t i v i t i e s which r e l a t e d t o 
i n d u s t r i a l sociology: i n one, communication studies i n org a n i s a t i o n s 
w i t h i n the i n d u s t r y ; i n the other, through the i n t r o d u c t i o n of job 
enrichment and job f l e x i b i l i t y / r e - t r a i n i n g schemes. I n t e r e s t i n g l y , 
another Board had r e c e n t l y appointed a T r a i n i n g Development O f f i c e r who 
had worked i n the WRU at one time and whose b r i e f was " t o t r y and develop 
an i n p u t i n t o the i n d u s t r y i n j u s t t h i s area / ^ i n d u s t r i a l sociology/. . .". 
Somewhat s u r p r i s i n g l y , s i x references t o behavioural science were made 
i n the r e p l i e s despite the sole use o f the term i n d u s t r i a l sociology i n 
my l e t t e r . While t h i s change might have been r e l a t e d to a connection o f 
AWGs being made w i t h the term 'behavioural sciences', i n a l l o f these 
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cases AWGs were r e f e r r e d to q u i t e separately. While a d i s t i n c t i o n was 
made between i n d u s t r i a l sociology and behavioural sciences i n one 
instance, i n the other f i v e the two terms were used synonymously. This 
f i n d i n g was s u r p r i s i n g because the respondents were obviously f a m i l i a r 
w i t h both terms yet made no d i s t i n c t i o n between them. I f ITBs are 
important regarding t r a i n i n g and the i n t r o d u c t i o n of new concepts, i t 
i s only t o be expected t h a t the terms w i l l be s i m i l a r l y confused i n 
i n d u s t r y . 
5. Autonomous Work Groups 
As to whether or not ITBs had been "concerned i n any way w i t h the 
idea of AWGs?", of the 26 ITBs seven sa i d there had been some implement-
a t i o n of AWGs w i t h i n t h e i r i n d u s t r y : A g r i c u l t u r e , Chemical, C l o t h i n g , 
Cotton, Food, Footwear and K n i t t i n g . Two of these recommended contact be 
made d i r e c t - i n one case t o the f i r m concerned and i n the other t o the 
body which had been involved i n the implementation, the I n d u s t r i a l T r a i n i n g 
Research Unit (ITRU). A l l the other 5 Boards were v i s i t e d or i n one case, 
representatives v i s i t e d Durham. Contact was made w i t h the ITRU but not 
w i t h the named company.^ F i f t e e n of the boards said t h a t no work groups 
had been implemented. However, i n three ITBs, the claim was made t h a t 
group working already e x i s t e d i n the work p r a c t i c e s o f the i n d u s t r y , e.g. 
i n one i n d u s t r y there are teams "where the members o f the group have 
degrees of f l e x i b i l i t y i n the range of duties they perform during a 
working s h i f t . The f l e x i b i l i t y i s not such t h a t a l l members can and do 
perform a l l the d u t i e s . Members at the top o f the team have c a r r i e d out 
a l l other jobs i n the team i n t h e i r progression to leading hand s t a t u s . 
The most j u n i o r member o f the team w h i l s t f i l l i n g the 'bottom' job r o l e 
has t o be t r a i n e d i n the requirements o f the next two jobs on the promo-
6 7 
t i o n ladder f o r f l e x i b i l i t y purposes." 
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One person said t h a t the Board stressed the value o f t r a i n i n g 
processes being based on 'family groups' of employees - i n d i c a t i n g 
less f a m i l i a r i t y w i t h the term AWGs. Thus i n only one Board was there 
questionable knowledge of the term AWGs. 
AWGs 
No work groups i n the i n d u s t r y 15 
Some implementation o f work groups 7 
Work groups already e x i s t i n the i n d u s t r y 3 
Possible u n f a m i l i a r i t y w i t h the term 1 
26 
Re-cap: I t appears t h a t i n a s u r p r i s i n g l y high number of i n d u s t r i e s , 
some implementation of AWGs had taken place whereas nineteen o f the 26 
ITBs made some use of i n d u s t r i a l scoiology. Although the ITBs, t o some 
extent, must r e f l e c t t h e i r i n d u s t r y , they do pursue t o p i c s of i n t e r e s t t o 
Board members. Whether the choice of t o p i c s r e f l e c t s the a t t i t u d e s o f the 
i n d u s t r y o f course i s another matter. That i t was l a r g e r firms and 
American managers who were most l i k e l y t o be f a m i l i a r w i t h behavioural 
concepts, was again mentioned. The i n t e r - c h a n g e a b i l i t y o f the terms 
i n d u s t r i a l sociology and behavioural science suggests t h a t ITBs do play 
a p a r t i n f o s t e r i n g the use of the l a t t e r r a t h e r than the former i n 
i n d u s t r y . 
- 207 -
6. The Use of AWGs 
How a c t i v e have ITBs been i n t r y i n g to change the o r g a n i s a t i o n of 
work? Seven ITBs claimed they had c a r r i e d out or had knowledge of attempts 
to introduce awgs i n t h e i r i n d u s t r y . I n four o f these, the work groups 
had been implemented by ITB personnel - w i t h the help of others such as 
the ITRU, or u n i v e r s i t y researchers. W i t h i n the Boards, the groups were 
very much the sole concern of one person. I t seemed t h a t i f these people 
were t o leave t h e i r respective Boards, any f u t u r e attempt to in t r o d u c e 
work groups would be s h o r t - l i v e d . This i s important i f i n t e r e s t i n the 
idea i s not u n d e r w r i t t e n by the Board and i n s t i t u t i o n a l i s e d i n i t s 
a c t i v i t i e s , the long-term impact o f ITBs on the d i f f u s i o n of such p r a c t i c e s 
w i l l not be great. Although the medium o f d i f f u s i o n i s the ITB and the 
access i t provides, the l i n k e r s are i n d i v i d u a l s . A p o i n t which b r i n g s 
i n t o question the r o l e and impact of ITBs i n the d i f f u s i o n process. 
On f u r t h e r i n v e s t i g a t i o n i t t r a n s p i r e d t h a t changes i n work or g a n i -
6 8 
s a t i o n r a t h e r than work groups had been attempted by two o f the Boards. 
Although both sought t o increase the s k i l l s and r e s p o n s i b i l i t i e s of 
sections of the workforce i t was not AWG ideas as such which were behind 
the programmes. One o f these Boards has helped introduce changes i n more 
than h a l f a dozen companies, and the other ITB i s o f f e r i n g t h i s s e r vice t o 
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companies w i t h i n i t s scope. Both programmes are worth n o t i n g because 
they are p a r t o f , and must i n f l u e n c e , the general a t t i t u d e s i n the i n d u s t r y 
( t o the extent t h a t they are d i f f u s e d ) and a l e r t to the p o s s i b i l i t i e s o f 
a l t e r n a t i v e forms of work o r g a n i s a t i o n . Although i n n e i t h e r case was 
p u b l i c i t y sought f o r or by the companies i n v o l v e d , i n f o r m a t i o n packages 
were a v a i l a b l e from one Board - 25 o f which had already been sol d and 
another 50 were being produced - and about 20 seminars had been h e l d . The 
other Board had w r i t t e n an a r t i c l e on the work they had done i n a l a r g e company and the s e r v i c e they o f f e r e d . 
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Of the f i v e Boards where AWGs had been t r i e d , one was "not a great 
p r a c t i c a l success" and i n another the outcome was " i n c o n c l u s i v e " . (Only 
one attempt at i n t r o d u c i n g work groups i n both of these i n d u s t r i e s were 
mentioned - i t seems no f u r t h e r attempts were made or have been planned.) 
Thus i n only three ITBs was there a measure o f success or con t i n u i n g 
i n t e r e s t i n AWGs. While i n one of these cases i t was not the Board but 
the ITRU which had been i n some way involved w i t h the company, i n the 
other two i t was very much the a c t i v i t i e s o f the ITB which were c r u c i a l . 
Of these two, one Board's i n t e r e s t had been s t i m u l a t e d by the ITRU and 
i t s involvement i n one company a f t e r which the company approached the 
Board f o r some finance f o r the p r o j e c t . I n the other i t was as a r e s u l t 
of the i n i t i a t i v e of the Board i t s e l f . 
Looking at the d i f f u s i o n which had been attempted i n these three 
cases, the approaches have been q u i t e d i f f e r e n t : 
1. Where the company had contact w i t h the ITRU - the only known attempt 
at AWGs i n the i n d u s t r y - the name o f the company was r e f e r r e d t o by 
a number o f respondents both w i t h i n and outside the ITBs. While a 
booklet has been produced by the company, i t i s only r e c e n t l y t h a t the 
work has been given greater p u b l i c i t y . 
2. I n i t i a l contact w i t h the ITRU r e s u l t e d i n a number o f Board p u b l i c a t i o n s 
and various a r t i c l e s . A r t i c l e s have appeared i n a t r a i n i n g j o u r n a l , 
i n a trade j o u r n a l and i n the Board's own b u l l e t i n . Various p u b l i -
cations are a v a i l a b l e from the Board on request. Due t o a number 
of attempts by companies t o use one of these p u b l i c a t i o n s as a d o - i t -
y o u r s e l f guide, a warning has had t o be added i n the booklet t o the 
e f f e c t t h a t each company i s d i f f e r e n t , the i n t r o d u c t i o n of groups i s 
a complex process o f o r g a n i s a t i o n a l development w i t h repercussions 
i n the r o l e s of management and supervisors. A number of seminars and 
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workshops have been organised, conferences addressed, and personal 
v i s i t s to those making enq u i r i e s are made. To date, more than 10 
attempts have been made to introduce group working, not a l l successful. 
Greatest p u b l i c i t y has been given t o the o r i g i n a l implementation. 
3. Although the anonymity of the company i s c a r e f u l l y maintained, the 
idea i s being suggested t o other companies on the l i n e s o f "why don't 
you get your g i r l s together i n a group". And companies which express 
i n t e r e s t have been v i s i t e d by the person involved i n the e a r l i e r work. 
The ITB has produced a booklet on group working and t h i s i s sent t o 
selected companies. No a r t i c l e s have been published, seminars organised 
or conferences addressed and there seems t o be no knowledge o f the 
work outside the i n d u s t r y . As the respondent s a i d "We are not pushing 
the work group idea as y e t . " 
Thus 2 Boards had helped d i f f u s e the work they had been doing w h i l e 
1 had not. However, the ITBs r o l e i n d i f f u s i o n i s apparent here. The 
i n f o r m a t i o n p o i n t i n these three cases remained the ITB i t s e l f . There 
"doesn't seem to be any contact between f i r m s " . While companies might 
v i s i t another f i r m a f t e r t a l k i n g w i t h the Board, the i n f o r m a t i o n source 
i s q u i t e c l e a r l y the ITB. There i s no evidence here t o suggest t h a t any 
d i f f u s i o n takes place between companies alone or through other bodies 
such as Trade Associations. In one Board which had t r i e d changes other 
than work groups, a "loose network of companies has been f o s t e r e d " but 
the lynch-pin i s very much the ITB. However, the Board i s t r y i n g to reduce 
the r o l e of the ITB and presumably f o s t e r d i f f u s i o n by arranging t h a t 
f i r m s which have t r i e d the new method of working w i l l present t h e i r work 
and t h e i r r e s u l t s i n seminars composed of companies i n t h i s network. I n 
the two cases where the attempts at work groups had not been very successful, 
l i t t l e attempt had been made to d i f f u s e the work. I n one case, the 
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researchers had produced a large b o o k l e t , r e p o r t i n g the attempt but t h i s 
was published through the u n i v e r s i t y and d i d not appear to have received 
wide c i r c u l a t i o n . No i n f o r m a t i o n was a v a i l a b l e regarding the other Board. 
The d i f f u s i o n which takes place t h e r e f o r e i s very much dependent on the 
steps taken t o promote the idea i n any p a r t i c u l a r ITB. 
While knowledge of changes t r i e d i n other i n d u s t r i e s e x i s t e d and some 
Boards had even been v i s i t e d , there was no spontaneous reference t o 
another ITB. Any contact had e i t h e r been some time ago or had been 
i n c i d e n t a l . Thus i t was not r e a l l y s u r p r i s i n g t h a t they were so unaware 
of each other's a c t i v i t i e s regarding awgs. I n t e r e s t i n g l y , one o f the 
Boards which has been involved i n 'changes i n work boundaries' as he put 
i t , had had some contact w i t h other t r a i n i n g boards, three o f whom had 
attended seminars which the ITB concerned had organised. This same board 
had also e s t a b l i s h e d contact w i t h one ITB which had t r i e d AWGs w i t h the 
r e s u l t t h a t : "We used some of t h e i r m a t e r i a l " . But on the whole there was 
a n o t i c e a b l e lack of contact between ITBs involved i n changes i n work 
o r g a n i s a t i o n . 
By extension; i t seems t h a t v i s i t s t o companies i n other i n d u s t r i e s 
i n the U.K. are arranged independently o f ITBs. Perhaps t h i s merely 
r e f l e c t s the r e l a t i v e l y recent i n t e r e s t which ITBs have taken i n t h i s area. 
I f t h e i r a c t i v i t i e s become b e t t e r known, t h e i r r o l e may correspondingly 
increase. Thus ITBs can be important f o r d i f f u s i o n w i t h i n t h e i r i n d u s t r y 
yet not important i n r e l a t i o n t o other i n d u s t r i e s . 
Although contacts between ITBs are l i m i t e d , w i t h i n the i n d u s t r y each 
Board c a r r i e d out a number o f i n f o r m a t i o n g i v i n g a c t i v i t i e s and i t i s w e l l worth 
l i s t i n g some o f these i n order t o give an a p p r e c i a t i o n o f the many ways 
through which d i f f u s i o n can take place. 
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There are, as one t r a i n i n g adviser pointed out, d i r e c t and i n d i r e c t 
methods through which t o reach i n d i v i d u a l companies. D i r e c t methods 
inclu d e : ITB B u l l e t i n / N e w s l e t t e r ; various p u b l i c a t i o n s on the services 
they o f f e r ; trade e x h i b i t i o n s ; conference;; perse:iai v i s i t s ; requested 
i n f o r m a t i o n ; seminars; workshops; t r a m i : ^ cour ;s and f i l m s . 
I n d i r e c t methods incl u d e : A r t i c l e s i n j o u r n a l s - r e g i o n a l / n a t i o n a l ; 
n a t i o n a l pre.;s; Employers Assoc i a t i o n s ; educational bodies. 
Whether a l l these i n f o r m a t i o n p r o v i d i n g sources have much o f an 
impact on the i n d u s t r y concerned i s a matter f o r c o n j e c t u r e . However, i n 
the brewing i n d u s t r y , the impact o f the ITBs i n the f i e l d o f work organisa-
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t i o n was not found t o be great. 
As regards i n f o r m a t i o n sources on AWGs f o r the seven ITBs which t r i e d 
some change i n working p r a c t i c e s , s i x had contact w i t h the ITRU, three w i t h 
the WRU and two w i t h the Tavistock. 
I t i s worth n o t i n g t h a t there was no d i r e c t connection made w i t h 
the WRU and AWGs or the Q u a l i t y o f Working L i f e (QWL). I n f a c t , the 
impact of the WRU here seems t o be very l i m i t e d . The WRU was not normally 
(three exceptions) mentioned by any o f the 26 respondents i n l e t t e r or 
conversation w i t h o u t prompting. Even when respondents were asked about 
i n f o r m a t i o n sources on AWGs, the U n i t was only once mentioned. Given t h a t , 
as one person remarked, the r o l e o f the WRU was " t o monitor and coordinate 
work" i n the area of the QWL and t h a t ITBs are one o f the agencies t o 
whom i n f o r m a t i o n i s r e g u l a r l y sent, the impact o f the U n i t i s not notable. 
Other organisations were contacted at the i n f o r m a t i o n seeking stage, 
but each was only mentioned once: CBI, Department o f In d u s t r y , BIM, ILO, 
IPM, BSALS. Thus q u i t e a range o f bodies were i d e n t i f i e d as i n f o r m a t i o n 
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resources i n t h i s area. Only two of these bodies c o n t r i b u t e d t o or 
p a r t i c i p a t e d i n the implementation o f the changes: the ITRU and a member 
of the WRU. I n one instance, a consultant was used and she worked i n 
close c o l l a b o r a t i o n w i t h the ITB. I n another, u n i v e r s i t y researchers 
implemented the changes, the ITB being used t o provide the necessary 
t r a i n i n g courses. The IS and I n d u s t r i a l T r a i n i n g Services were used by 
one Board " t o help w i t h the t r a i n i n g although they d i d not know much about 
group working". S i m i l a r l y , some contact has taken place between the MRC 
Social and Applied Psychology Unit and an ITB. 
I t i s hard t o see a c l e a r p a t t e r n i n a l l t h i s . Only i n one instance 
had the ITB alone i n i t i a t e d i n t e r e s t , sought i n f o r m a t i o n and implemented 
( w i t h the help o f the company's management) changes i n work o r g a n i s a t i o n . 
I n the others, another agency or i n d i v i d u a l has been involved i n stimu-
l a t i n g i n t e r e s t w i t h i n the i n d u s t r y (and presumably the Board as w e l l ) or 
i n h e l p i n g implement the changes. I t i s not possible from the i n f o r m a t i o n 
obtained to evaluate adequately the c o n t r i b u t i o n of these others. Neverthe-
l e s s , the ITRU has been less concerned w i t h AWGs i n recent years and i t s 
work i n the f i e l d was mostly c a r r i e d out some time ago. The WRU, Tavistock 
and MRC Unit have r e c e n t l y been involved and appear t o have a conti n u i n g 
i n t e r e s t i n t h i s area. I t also seems l i k e l y t h a t the i n f o r m a t i o n g i v i n g 
bodies w i l l maintain some r o l e i n t h i s area. C e r t a i n l y , the BSALS (now the 
A g r i c u l t u r e Manpower Society) " a c t i v e l y promotes i n t e r e s t i n the t o t a l i t y 
o f the human resource and every employer and farm labourer should be a 
member" (Armstrong § Lloyd, 1974, p.136) 
I t seems as though i n t e r e s t i s being maintained at a f a i r l y low 
l e v e l . Although one ITB expressed some d i s i l l u s i o n w i t h the idea, i t 
s t i l l intended t o promote the use of AWGs. Five o f the ITBs are c u r r e n t l y 
involved i n some way w i t h changes i n work o r g a n i s a t i o n . Although three 
of these are concerned w i t h AWGs i t may be t h a t the idea i s l o s i n g ground 
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i n favour of more general changes i n work o r g a n i s a t i o n (or t h a t the 
AWG idea has s t i m u l a t e d i n t e r e s t i n work o r g a n i s a t i o n ) . I n t e r e s t i s 
s t i l l being generated i n i n d u s t r y : "A company has so f a r expressed an 
i n t e r e s t i n job s a t i s f a c t i o n / m o t i v a t i o n theory and has asked me t o come 
along and see 'whether I have got any ideas'. A simple s t a r t , but 
h o p e f u l l y something w i l l develop!" 
7. Overview 
Although ITBs somewhat uneasily occupy the middle-ground between 
i n d u s t r y and government, t h e i r impact on i n d u s t r y as regards attempts t o 
change the o r g a n i s a t i o n of work i s apparent. The a s s o c i a t i o n w i t h 
government p o l i c i e s has not n e c e s s a r i l y l i m i t e d t h e i r impact. The 
impressive range of i n d u s t r i a l experience which many Board s t a f f have, 
must give them q u i t e an edge not only i n convincing or persuading 
managements to t r y changes but also i n being aware through experience 
o f the problems which are l i k e l y t o a r i s e yet i t seems t h a t ITBs are 
o f t e n under-used. There i s a lack of o r g a n i s a t i o n a l contacts - whether 
w i t h bodies l i k e the BIM or w i t h other ITBs - and a r e l i a n c e on i n d i v i d u a l 
contacts - r e f l e c t i n g p r a c t i c e s i n i n d u s t r y . There are a large number o f 
contacts i n educational i n s t i t u t i o n s suggesting t h a t ITB personnel i n 
t h e i r somewhat ambiguous p o s i t i o n seek a group w i t h whom they can i d e n t i f y 
and be i d e n t i f i e d . Distancing themselves from government and at the same 
time t r y i n g to maintain c r e d i b i l i t y as t r a i n e r s and experts - contact 
w i t h academics and others i n educational establishments would seem to 
n e a t l y f i t the b i l l . 
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As f a r as d i f f u s i o n i s concerned, some Boards have d e f i n i t e l y 
played a s u b s t a n t i a l r o l e and obviously enjoy an important p o s i t i o n 
w i t h i n t h a t i n d u s t r y . But i n d i v i d u a l f i r m s and other Boards make 
contact d i r e c t l y w i t h companies i n other i n d u s t r i e s i l l u s t r a t i n g t h a t 
ITBs are o f t e n by-passed, and other channels of communication p r e f e r r e d . 
An idea of what these other channels are may be obtained from the 
brewing i n t e r v i e w s . 
Both ITBs and the l i n k i n g organisations have a r o l e t o play i n 
d i f f u s i o n through t h e i r various a c t i v i t i e s such as courses, p u b l i c a t i o n s , 
seminars, et c . But the governmental base and the less v o l u n t a r y nature 
o f the r e l a t i o n s h i p w i t h i n d u s t r y w i l l n e g a t i v e l y a f f e c t the impact 
of ITBs. Yet, there are many s i m i l a r i t i e s between ITBs and l i n k i n g 
o r g a n i s a t i o n s . The backgrounds o f t h e i r s t a f f and the stress put on 
i n d u s t r i a l experience help account f o r t h i s . The i n c o r p o r a t i n g o f 
i n d u s t r i a l sociology i n t o courses yet d i s g u i s i n g i t s presence r e f l e c t s an 
understanding o f the antagonism of i n d u s t r y t o the t h e o r e t i c a l and t o 
academics. Yet ITBs due t o t h e i r preoccupation w i t h t r a i n i n g , are much 
less a n t a g o n i s t i c t o the academic sphere than organisations and, as a 
r e s u l t are more l i k e l y t o pi c k up ideas from t h i s source. So i t i s not 
s u r p r i s i n g t o f i n d t h a t the l e v e l o f knowledge or i n t e r e s t w i t h i n the 
ITBs i n work o r g a n i s a t i o n and work groups appears to be r e l a t i v e l y 
higher. Although p o t e n t i a l l y more i n n o v a t i v e , i t appears as w i l l be 
seen from the brewing i n t e r v i e w s t h a t the ITBs have a lesser impact than 
l i n k i n g o r g a n i s a t i o n s . As an i n f o r m a t i o n resource f o r l i n k i n g organisa-
t i o n s , ITBs do not seem t o play a large r o l e . Indeed, i n a l l the spheres 
which are examined here, the ITBs r o l e seems t o be very l i m i t e d . I t 
i s i n t r i g u i n g t h e r e f o r e t h a t the ITBs should be responsible f o r , or have 
played a p a r t i n , the i n t r o d u c t i o n o f AWGs i n so many cases. Perhaps 
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t h i s can be explained by the presence o f i n d i v i d u a l s i n the ITBs who 
are e n t h u s i a s t i c about AWGs and whose personal contacts r a t h e r than those of 
the Board have been important. And i t i s the i n t e r e s t s of i n d i v i d u a l s 
which have c o n s i s t e n t l y emerged as important i n the operations o f ITBs 
suggesting t h a t the impact o f the Boards per se i s not great. 
There i s a c o n t i n u i n g , i f muted, i n t e r e s t i n AWGs but i t i s an 
i n t e r e s t which i s pursued i n i s o l a t i o n from t h a t of other Boards, a f a c t o r 
which again w i l l minimise the p o t e n t i a l r o l e o f the ITBs and the 
p o p u l a r i t y enjoyed by the AWG idea. 
I t i s worth r e i t e r a t i n g the f i n d i n g t h a t a number of ITB respondents 
used the term i n d u s t r i a l sociology and behavioural science synonymously 
(as was found i n the l i n k i n g o r g a n i s a t i o n s ) . I n s o f a r as ITBs do have a 
r o l e to play i n d i f f u s i o n , the usage o f terminology i s l i k e l y t o be 
r e f l e c t e d i n i n d u s t r y . 
I t i s i n t e r e s t i n g t h a t the impact o f the WRU on the ITBs i s also 
low, whereas the l i n k i n g o rganisations were f a r more aware o f the U n i t as 
an i n f o r m a t i o n source. Whether t h i s i s due to the shared governmental 
base of the WRU and the ITBs or r e f l e c t s the greater stress on i n f o r m a t i o n 
p r o v i s i o n by l i n k i n g o r g a n i s a t i o n s i s debateable. Nevertheless the 
impact of both the WRU and the ITB appears l i m i t e d and one o f the most 
obvious common f a c t o r s i s the governmental base - a base which may 






Link i n g i s not simply l i m i t e d t o i n f o r m a t i o n - g i v i n g organisations 
and ITBs. There are a whole range of others - con s u l t a n t s , j o u r n a l i s t s , 
academics, etc. who have a r o l e t o play i n l i n k i n g the areas of p r o d u c t i o n 
and consumption. These l i n k e r s are not a homogeneous or e a s i l y d i s t i n -
guishable group. They occupy p o s i t i o n s ranging from academic chairs 
to d i r e c t o r s h i p s of companies, and an assortment of occupations i n 
between. L i t t l e i s known about t h e i r a c t i v i t i e s . How do they s e l e c t 
ideas t o pass on to other audiences? What c r i t e r i a do they use? Why 
do they pass on knowledge? Are the needs and problems of a p a r t i c u l a r 
audience primary or i s i t merely a wish t o make money, f o r instance, by 
w r i t i n g a b e s t - s e l l i n g t o p i c a l book? What idea do they have o f t h e i r 
audiences? What feedback do they receive from t h e i r audiences? How do 
they reach t h e i r audiences? What are the p r e f e r r e d and most rewarding 
methods? What i s t h e i r r e l a t i o n t o other l i n k e r s and t o those i n the 
spheres o f production and consumption? Is l i n k i n g a major a c t i v i t y f o r 
them? These and other questions informed the c l o s e r look which was taken 
at l i n k e r s . The problem was t o know where t o begin and how to i d e n t i f y 
the l i n k e r s i n the f i e l d . 
The approach was made from a number of d i r e c t i o n s and over q u i t e a 
lengthy period o f time. The authors, magazines and newspapers producing 
the most books and a r t i c l e s on AWGs were i d e n t i f i e d from the p u b l i c a t i o n s 
and approached. Organisations - both commercial and governmental, which 
were already known t o be f o s t e r i n g the use or awareness of AWGs were 
contacted. S i m i l a r l y , some u n i v e r s i t y u n i t s , known t o be c a r r y i n g out 
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consultancy work i n the f i e l d were contacted. A f t e r the i n t e r v i e w s i n 
the brewing i n d u s t r y had been c a r r i e d out, the most f r e q u e n t l y mentioned 
management consultancy f i r m s were approached. F i n a l l y , i n d i v i d u a l s who 
had been i d e n t i f i e d as important i n the f i e l d by other respondents were 
71 
contacted. The respondents had one t h i n g i n common - a l l had been 
i d e n t i f i e d as i n some way important or involved i n the d i f f u s i o n o f 
concepts such as AWGs. 
Altog e t h e r 33 organisations or i n d i v i d u a l s were contacted. Of these, 
19 were i n t e r v i e w s or more ac c u r a t e l y lengthy conversations, and 14 were 
r e s t r i c t e d t o the telephone. While telephone conversations are not t o be 
recommended as the best way t o o b t a i n i n f o r m a t i o n , some people f e l t they 
could give s u f f i c i e n t i n f o r m a t i o n over the telephone or were unable t o 
meet me and i n a few cases could not spare the time. Magazine and news-
paper s t a f f and those from consultancy f i r m s were not o f f i c i a l spokesmen 
f o r t h e i r organisations and w h i l e they may have made g e n e r a l l y a p p l i c a b l e 
statements on p r a c t i c e s , the conversations were, f o r the most p a r t , concerned 
w i t h the views and p r a c t i c e s o f i n d i v i d u a l s . This i s one o f the major 
problems i n t h i s type o f approach. While i t would undoubtedly be inf o r m -
a t i v e t o have approached a cross-section of s t a f f from s p e c i f i c organis-
a t i o n s i t was not f e a s i b l e on two counts. F i r s t l y , the importance o f 
any one o f these groups was not known at the outset and i t would have 
been foolhardy t o place too great an emphasis on such an unknown q u a n t i t y . 
Secondly, resources - both time and money, l i m i t e d the amount o f a t t e n t i o n 
which could be given t o any p a r t i c u l a r group of l i n k e r s . Thus, the 
f i n d i n g s i n t h i s area are intended only t o be suggestive o f p o s s i b l e 
f r u i t f u l f u t u r e l i n e s o f i n q u i r y . Nevertheless i t i s not known how 
t r u l y r e p r e s e n t a t i v e these i n d i v i d u a l s are o f the organisations approached. 
I t could be argued, f o r instance, t h a t amongst j o u r n a l i s t s and management 
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consultants there i s a tendency away from homogeneity i n o r g a n i s a t i o n s , 
greater stress being put on i n d i v i d u a l i t y , But at the same time, there 
w i l undoubtedly be o r g a n i s a t i o n a l norms - not only i n the s e l e c t i o n o f 
those r e c r u i t e d , but i n behaviour and p r a c t i c e s o f members. Thus, 
while the views of one or two people are of as much i n t e r e s t as other 
members o f s t a f f , t h e i r p o s s i b l y i d i o s y n c r a t i c nature should be borne 
i n mind. However, i t may w e l l be t h a t a t t e n t i o n given t o an idea 
r e f l e c t s an i n d i v i d u a l r a t h e r than an o r g a n i s a t i o n a l i n t e r e s t - as was 
found i n the case o f ITBs. I n t u r n , t h i s may mean t h a t the s p e c i f i c 
o r g a n i s a t i o n a l base o f the respondent i s not very important and t h a t 
the i n d i v i d u a l ' s i n t e r e s t i n a t o p i c would emerge i n a v a r i e t y of 
o r g a n i s a t i o n a l s e t t i n g s . This question as t o whether i t i s the organis-
a t i o n or the i n d i v i d u a l which acts as the l i n k e r i s one which w i l l be 
given a t t e n t i o n i n t h i s s e c t i o n . While i t would be i l l u m i n a t i n g t o name 
the respondents, t o do so would be t o abuse t h e i r confidence. 
Not a l l the respondents f i t t e d i n t o neat categories: authors under-
took teaching and consultancy work; consultants also wrote a r t i c l e s and 
acted as advisers t o t r a i n i n g bo aids; j o u r n a l i s t s wrote books. C l a s s i f y i n g 
the respondents by t h e i r primary a c t i v i t y , the numbers t a l k e d t o were as 
f o l l o w s . 
The Linkers: 
Primary A c t i v i t y 
S t a f f members i n academic/educational 
i n s t i t u t i o n s 
Newspaper, magazine, free-lance 
j o u r n a l i s t s 
Consultants: commercial, in-house, 
research-oriented 
I n f o r m a t i o n g i v i n g organisations -
advisory s t a f f 
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I t i s , however, the m u l t i p l e r o l e s and a c t i v i t i e s of these respondents 
which stand out, u n d e r l i n i n g the c r u c i a l r o l e which such people play. 
I n f l u e n c i n g a number of spheres and i n t u r n being i n f l u e n c e d by those 
contacts, none of the a c t i v i t i e s can be seen i n i s o l a t i o n from the others . 
Thus, what happens i n the world of consultancy i n f l u e n c e s what i s 
w r i t t e n about, or researched, or taught, e t c . The interdependency of these 
areas o f a c t i v i t y i s a f a c t o r which w i l l re-emerge throughout the 
i n t e r v i e w s and which i n t u r n gives greater support t o the n o t i o n of a 
network o f l i n k e r s . That i s , l i n k e r s who act t o synthesise and i n 
e f f e c t d i f f u s e the ideas being presented t o other l i n k e r s . Thus, l i n k e r s 
might be more c o r r e c t l y seen as l i n k i n g i n two major ways: p i c k i n g up and 
passing on i n f o r m a t i o n from the producers t o the consumers of knowledge 
more or less d i r e c t l y ; and, p i c k i n g up and passing on i n f o r m a t i o n from 
one t o another set of l i n k e r s and e v e n t u a l l y feeding i n t o the f i r s t 
process. But t h i s aspect also means t h a t i t i s v i r t u a l l y impossible t o 
p i n p o i n t o r i g i n s of, and influences on, ideas, except i n the most general 
terms, or t o apportion greater or lesser weight t o one r a t h e r than 
another a c t i v i t y (although some o f the respondents d i d so). There were 
two main r o l e s which the l i n k e r s played: t h a t o f j o u r n a l i s t s - i n the 
widest sense; and consultants. 
JOURNALISTS 
None o f the j o u r n a l i s t s spoken to had a degree i n any way connected 
w i t h s o c i a l or behavioural science or business/management. The respondents 
from the three magazines only knew of one s t a f f w r i t e r out of a t o t a l o f 
11 who had a 'behavioural science degree*. I n general, the h a b i t was t o 
"pick things up as we go along". The phrase 'pure j o u r n a l i s t ' was used 
regarding a person who had no academic q u a l i f i c a t i o n s but who had 'served 
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h i s or her time' i n j o u r n a l i s m . As i n the brewing i n d u s t r y and the ITBs, i n 
the o r ganisation's and consultancy f i r m s p r a c t i c a l experience was h i g h l y 
valued: " I have a knowledge gained from experience - I t h i n k i t i s 
i n v a l u a b l e . I t h i n k i t i s more valuable than any academic experience." 
(magazine j o u r n a l i s t ) Also, courses were not h i g h l y thought o f : " I ' v e 
been t o some - but boring mainly; I p r e f e r t o go t o a guru and m i l k him, 
r a t h e r than go on a course run along the l i n e s of h i s t h i n k i n g . " 
(magazine j o u r n a l i s t ) And w h ile contacts w i t h academics were f a i r l y 
f requent, they were seen as 'amateurs': " I p r e f e r t o go and i n t e r v i e w 
them and get a b e t t e r a r t i c l e out of i t . Most o f them can't w r i t e -
no s t y l e . " (magazine j o u r n a l i s t ) 
The impact and r o l e of s t a f f w r i t e r s should not be overestimated. 
A large amount o f u n s o l i c i t e d m a t e r i a l i s received by magazines and 
j o u r n a l s . As T u n s t a l l put i t : "News organisations act as magnets f o r 
news or would-be news." (1971, p.16). Somewhere between one f i f t h and 
one quarter were accepted. The remainder being deemed as "not being 
worth the e d i t o r i a l e f f o r t t o put r i g h t ; and anyway, they tend not t o be 
o r i g i n a l . " ( f r e e lance consultant) The p r o p o r t i o n o f a r t i c l e s w r i t t e n 
by s t a f f members of a magazine, i n two cases was only around 20%. Although 
the u n s o l i c i t e d m a t e r i a l i s subjected t o e d i t o r i a l s c r u t i n y , r e - w r i t i n g 
and c u t t i n g , i t does mean t h a t there i s a wider t o p i c choice and type o f 
p r e s e n t a t i o n , not r e s t r i c t e d t o a few i n d i v i d u a l s . E x p l a i n i n g why so 
many a r t i c l e s on AWGs had appeared, one (magazine j o u r n a l i s t ) p o i n t e d 
out: " t o p i c s are suggested by o u t s i d e r s mainly, and more people have 
w r i t t e n on t h a t than anything e l s e . " These o u t s i d e r s w i l l range from 
free-lance j o u r n a l i s t s , t o p r a c t i s i n g managers, t o academics. Others 
may be r e g u l a r c o n t r i b u t o r s although not s t a f f members. These c o n t r i b u t o r s 
may have s i m i l a r arrangements w i t h other magazines - both i n the U.K. and 
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overseas, and w h i l e they can s t r i c t l y be c a l l e d free-lance j o u r n a l i s t s , 
t h i s phrase obscures the e s t a b l i s h e d nature of t h e i r contact. 
Another way i n which a r t i c l e s are obtained i s through commissioning, 
i n one magazine - t h i s accounted f o r 12-14% of the a r t i c l e s . Newspapers, 
f o r s p e c i a l r e p o r t s , and magazines, f o r longer features a r t i c l e s , o f t e n 
r e l y on commissions f o r a s u b s t a n t i a l p r o p o r t i o n of these. The c r i t e r i a 
f o r choosing people to w r i t e a r t i c l e s v a r i e s . While one magazine p r e f e r s 
authors who are not academics but p r a c t i s i n g managers (the f i r m worked 
f o r w i l l be taken i n t o account); others have less s p e c i f i e d c r i t e r i a . 
"We keep our eyes on newspapers, t e c h n i c a l j o u r n a l s and trade j o u r n a l s -
get people who have done something." (magazine j o u r n a l i s t ) The attempt 
i s made t o : 
"choose the best i n the f i e l d who are not t i e d t o any other 
o r g a n i s a t i o n . You need someone w i t h t e c h n i c a l knowledge 
of the f i e l d and also the a b i l i t y t o put t h i s i n t o a much 
broader aspect - and the i m p l i c a t i o n s f o r managers and 
employees." (magazine j o u r n a l i s t ) 
The emphasis i s on those who have already published and whose work i s 
known. But i t i s by no means a closed shop - w r i t e r s of u n s o l i c i t e d a r t i c l 
may l a t e r be asked t o w r i t e other a r t i c l e s , or as i n one case, o f f e r e d 
a permanent job as a s t a f f w r i t e r . Thus i t i s not the most d i f f i c u l t 
f i e l d t o enter although the huge number of u n s o l i c i t e d a r t i c l e s does 
mean t h a t an a r t i c l e has to have f a i r l y apparent appeal. 
I t appeared from the p u b l i c a t i o n s t h a t there were very few non-
s t a f f w r i t e r s who had w r i t t e n more than one or two a r t i c l e s on AWGs. 
However, two free-lance w r i t e r s were i d e n t i f i e d who had w r i t t e n a good 
number of a r t i c l e s , one o f whom never submits u n s o l i c i t e d m a t e r i a l : 
a r t i c l e s "are always asked f o r and always paid f o r . I t e l l them they 
have p l e n t y of people who are prepared t o w r i t e a r t i c l e s f r e e o f charge -
i f they want them from me, they have t o pay." ( f r e e lance c o n s u l t a n t ) 
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Obviously an author who i s known i n the f i e l d and can r e l y on e s t a b l i s h e d 
contacts. This respondent r e l i e d much more on consultancy than w r i t i n g 
f o r her income. Both these people turned out t o be very much more 
q u a l i f i e d i n i n d u s t r i a l and management matters than the j o u r n a l i s t s . 
One, having obtained an engineering degree, had extensive experience i n 
various i n d u s t r i e s and i n s t a f f and l i n e f u n c t i o n s , had been a senior 
member o f a college's Management department. He not only wrote a r t i c l e s 
but had also w r i t t e n a book, was a consultant t o an I n d u s t r i a l T r a i n i n g 
Board, acted as an examiner to a p r o f e s s i o n a l o r g a n i s a t i o n , d i d a f a i r 
amount o f teaching on management development and had a c t i v e l y i n v e s t i g a t e d 
the Volvo exeperiments. Yet, he claimed no contact w i t h j o u r n a l i s t s . 
S t a f f w r i t e r s on the other hand made no mention of i n d u s t r i a l experience 
but the most frequent experience was some movement w i t h i n the world o f 
j o u r n a l i s m , moves not always t o s i m i l a r f i e l d s of i n t e r e s t . I t i s 
a b i l i t i e s i n w r i t i n g and p r e s e n t a t i o n which are valued i n j o u r n a l i s t s , 
not depth o f knowledge i n any p a r t i c u l a r area. Thus the free-lance 
j o u r n a l i s t w i l l be more h i g h l y informed i n the few areas on which he or 
she w r i t e s , whereas the s t a f f w r i t e r must be prepared and able t o w r i t e 
on any t o p i c or area o f i n t e r e s t . 
This lack o f s p e c i a l i s a t i o n combined w i t h 'picking things up as 
they go along' means t h a t j o u r n a l i s t s may e a s i l y misrepresent t h e i r 
sources through not being s u f f i c i e n t l y informed on the t o p i c . Thus 
Krieghbaum noted "A charge o f 'sensationalism' i n handling news i s 
probably the one c r i t i c i s m most f r e q u e n t l y c i t e d by s c i e n t i s t s . " (1968, 
p. 162) "Sensationalism" need not be only inaccuracies, u n t r u t h s or 
excessive p u b l i c r e l a t i o n s . I t may a r i s e from m i s d i r e c t e d emphasis and 
s h i f t i n g f a c t s out o f c o n t e x t . " (Krieghbaum, 1968, p.165). There i s also 
as Krieghbaum goes on t o p o i n t out, a d i f f e r e n c e between s c i e n t i f i c 
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accuracy and headline accuracy (1968, p.38). P a r t l y t h i s i s because 
the j o u r n a l i s t seeks to capture and keep h i s readers' i n t e r e s t . The 
academic's c a r e f u l q u a l i f i c a t i o n s , dissembling and d i s l i k e o f being 
pinned down (see Sharpe, L.J., 1975) has l i t t l e appeal t o an audience 
which wants from the mass media "a b i t of the essence of the experiment, 
not i t s d e t a i l e d nuts and b o l t s . " (Krieghbaum, 1968, p.39). 
When asked about choice o f t o p i c s by the newspaper or magazine, the 
e d i t o r i a l r o l e tended t o be played down: " I see myself as independent"; 
(newspaper r e p o r t e r ) : 
" i t ' s up to i n d i v i d u a l j o u r n a l i s t s on the newspaper t o decide 
what they are going t o w r i t e about - they would have t h e i r own 
i n t e r e s t s . There would be some content coming p a r t i c u l a r l y 
from people who have some kind of e d i t i n g r o l e . " (newspaper 
r e p o r t e r ) 
T u n s t a l l , 1971, reports t h a t h i s correspondents claimed "75% o f s t o r i e s 
'are my idea (or my number one's)'; 15% of s t o r i e s 'are thought of by both 
desk and s p e c i a l i s t ' ; 10% of s t o r i e s 'are the idea o f executive (or desk)'." 
(1971, p.133). Findings which are not co n t r a d i c t e d here. As noted above, 
i n one magazine t o p i c s are mainly suggested by o u t s i d e r s . I n another 
magazine the mechanisms f o r t o p i c s e l e c t i o n were made e x p l i c i t : "The 
w r i t e r s come up w i t h a l i s t of proposals - we discuss these w i t h (the 
e d i t o r ) . . . and he says ' I l i k e t h a t ' or ' t h i s i s a waste of time' and 
work out a l i s t of p r i o r i t i e s which gets adapted according t o circum-
stances. I t s a l i s t we g r a d u a l l y get through. At the moment I've got 
about 60 items on f i l e some of which w i l l never see the l i g h t o f day." 
In another magazine "We have an e d i t o r i a l board t h a t s i t s down and works 
out what i s going t o be covered." While e d i t o r i a l input v a r i e s i n 
importance, the t o p i c s considered appear t o be those p r i m a r i l y suggested 
by the s t a f f w r i t e r s or ou t s i d e r s and are l i k e l y t o r e f l e c t both t h e i r 
i n t e r e s t s and a c t i v i t i e s . 
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But how do s t a f f w r i t e r s choose/decide on topics? The common 
theme i s t o w r i t e on new t o p i c s : "coming issues" (magazine j o u r n a l i s t ) ; 
to be p r e d i c t i v e : "my job i s always to be ahead o f the game and i f I'm 
n o t , I'm not doing my job p r o p e r l y . I l i k e t o get i n t o t h i n g s before 
i t s apparent they are of great importance." (magazine j o u r n a l i s t ) 
Indeed, one respondent said the newspaper wrote about innovations t o the 
p o i n t o f being ' s i l l y ' . But t h i s search f o r new t o p i c s , i n n o v a t i o n s , 
also means t h a t "The mass media, which need t o be t r i g g e r e d by events 
before they can supply e s s e n t i a l background, too o f t e n by-pass the 
massive, slow movements i n s o c i e t y . " (Krieghbam, 1968, p.192). T u n s t a l l 
states t h a t "News values stress the e x c e p t i o n a l " (1971, p.27) yet t h i s 
view of t h e i r a c t i v i t i e s i s somewhat c o n t r a d i c t e d by the number o f 
a r t i c l e s which, over the years, had appeared i n the p u b l i c a t i o n s on AWGs; 
Management Today 44 
Personnel Management 37 
The Times 32 
I n t e r n a t i o n a l Management 30 
F i n a n c i a l Times 23 
(For f u r t h e r i n f o r m a t i o n on these, see 
Chapter Three p u b l i c a t i o n s ) 
Of course, the much greater frequency o f newspaper p u b l i c a t i o n s means 
t h a t r e l a t i v e l y a great deal less space was devoted to AWGs and t h a t 
t h e i r claims t o be innovative r i n g s more t r u e . 
To some extent the wish t o be p r e d i c t i v e i l l u s t r a t e s the c o m p e t i t i o n 
between p u b l i c a t i o n s and w r i t e r s . What the 'opposition' i s doing w i l l 
be noted and w i l l a f f e c t , p o s i t i v e l y and n e g a t i v e l y , the a r t i c l e s , approach 
and stance taken. According t o T u n s t a l l "Competition i s so deeply 
embedded i n the ideology and occupational language of ( B r i t i s h ) j o u r n a l i s m 
t h a t 'news' comes t o be seen as (a) what the competition i s saying, and, 
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(b) what the competition i s not saying, but would i f i t could." 
(1971, p.209). As noted e a r l i e r an eye i s kept on those o u t s i d e r s who 
w r i t e i n newspapers, trade j o u r n a l s etc. T u n s t a l l underlines the r o l e 
of other j o u r n a l i s t s and o f news sources: "Because these people not 
only can expect punishments and rewards but also are the only audience 
members who provide a r e g u l a r d e t a i l e d feedback o f comment, the s p e c i a l i s t 
pays more a t t e n t i o n to news sources, executives and competitor-colleagues 
than t o the m i l l i o n s o f audience members." ( T u n s t a l l , 1971, p.251-2). 
An important determinant i n magazine and newspaper content i s audience 
demand. "We put things through a f a i r l y tough sieve - not j u s t face value, 
we look at i t s relevance t o people p r a c t i s i n g i n the f i e l d . . . " ; (magazine 
j o u r n a l i s t ) "we t r y to give our top management audience what i t wants..."; 
(magazine j o u r n a l i s t ) 
The needs o f the audience are not j u s t assumed however. Apart from 
c i r c u l a t i o n f i g u r e s - (which may be a r a t h e r slow i n d i c a t o r where annual 
s u b s c r i p t i o n s are taken out) readership surveys are undertaken where 
readers comments and opinions are sought. The most popular type of 
a r t i c l e , according t o such surveys i n one magazine at l e a s t i s o f the 
'How t o . . ' v a r i e t y , and, i n another, i t i s i n f o r m a t i o n on the a c t i v i t i e s 
o f companies which i s most h i g h l y valued. 
But 'new' t o p i c s and audience demand are very general and w h i l e 
g i v i n g broad g u i d e l i n e s , l e a v e s p e c i f i c t o p i c choice t o the d i s c r e t i o n of 
the s t a f f w r i t e r . When the j o u r n a l i s t s were asked how they decided on 
what to w r i t e about, t h e i r r e p l i e s were r a t h e r s i m i l a r and r e f l e c t e d the 
personal and perhaps i d i o s y n c r a t i c nature o f t h e i r choice t o the e f f e c t 
t h a t : "One i s tuned i n t o what's going on" (newspaper r e p o r t e r ) and "you 
have your f e e l e r s out t o know what i s t h e r e " . (magazine j o u r n a l i s t ) 
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Although none o f the respondents made the p o i n t , i t was i m p l i c i t i n 
t h e i r accounts t h a t the search f o r news " i s not l o g i c a l , systematic or 
a n a l y t i c a l ; on the contrary 'search procedures' i n j o u r n a l i s m stress 
t a l k i n g t o people on a non-systematic 'personal' b a s i s ; 'experience' and 
' i n t u i t i o n ' (or 'news sensed are h i g h l y valued." ( T u n s t a l l , 1971, p.27) 
Thus, personal choice was another f a c t o r i n determining t o p i c s e l e c t i o n . 
That the magazines and newspapers f o l l o w others' lead as w e l l as 
s e t t i n g the t r e n d i s obvious here: "Some get i n very e a r l y , others w i l l 
p i ck i t up from you." (magazine j o u r n a l i s t ) S i m i l a r l y , t h a t t o p i c s are 
not always new i s evident from comments such as " J o u r n a l i s t s are a b i t 
l i k e Pavlov's dogs - we w i l l go back t o i t /_a p a r t i c u l a r t o p i c / i f i t 
catches a t t e n t i o n . " ; (magazine j o u r n a l i s t ) ideas are picked up because 
they are "the inescapable issue o f the day" (magazine j o u r n a l i s t ) suggesting 
s u b s t a n t i a l and v a r i e d coverage of a t o p i c . But a " l o t of t h i n g s w i l l 
have a one-off l i f e span". (magazine j o u r n a l i s t ) "What the w r i t e r i s 
looking f o r i s something t h a t i s going to make the reader s i t up, so 
we s t i c k on the cover the s t o r i e s which are going t o h i t hardest - what 
we c a l l a Sexy Subject - w i l l grab people's i n t e r e s t though there's l i t t l e 
p r a c t i c a l advice i n i t . " (magazine j o u r n a l i s t ) However, i n one instance 
i t was the i n t e r e s t o f the j o u r n a l i s t which seemed t o be paramount: " I 
seem t o be the only person here who i s w r i t i n g on work groups and t h a t s 
because I'm new t o i t . " (magazine j o u r n a l i s t ) 
The ideas come from contacts which the j o u r n a l i s t has - e.g. w i t h i n 
business c i r c l e s or " I ' l l keep i n contact w i t h people at Henley and w i l l 
r i n g people up at MBS, drop i n at Insead when I am over t h e r e , and when 
i n Europe I tend t o drop i n on l o c a l business schools and f i n d out what's 
going on." (magazine j o u r n a l i s t ) Ideas w i l l also come from correspondents -
at home and abroad - who send i n a r t i c l e s and "even though we might not 
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use t h a t , we might get an idea from him and f o l l o w t h a t up l a t e r . " 
(newspaper r e p o r t e r ) There i s apparently a f l a i r : 
" I t ' s 90% guts f e e l i n g , the r e s t i s e x t r a p o l a t i o n . You see 
2 or 3 unconnected events, take them which on the face of 
i t have nothing t o do w i t h each other and ask 'can I draw 
any conclusion from them. Mainly not, but sometimes there 
i s . " (magazine j o u r n a l i s t ) 
(This 'guts f e e l i n g ' was also asserted by some s t a f f of o r g a n i s a t i o n s ) . 
Others work d i f f e r e n t l y : 
" I n a c o n t r a r y sense I would take leads from others i n the 
f i e l d - I probably disagree fundamentally w i t h what other 
people are saying - t h a t would send me o f f - i t doesn't take 
much t o make me angry." ( f r e e - l a n c e j o u r n a l i s t ) 
What c o n s t i t u t e s a 'good' idea i s probably a r a t h e r i d i o s y n c r a t i c 
i n t e r p r e t a t i o n but some o f the respondents explained what i t meant: 
"Something which takes over what has been done before and goes a l i t t l e 
b i t f u r t h e r and sometimes a l o t f u r t h e r . " (magazine j o u r n a l i s t ) That i t 
may also be "an inescapable issue o f the day" suggests t h a t a 'good idea' 
i s seldom a r a d i c a l departure from p r e v a i l i n g p r a c t i c e s . I n t u r n t h i s 
i m p l i e s the need f o r the j o u r n a l i s t t o be able t o i d e n t i f y and t o 'place' 
new ideas, w i t h i n the p r e v a i l i n g climate of o p i n i o n . Thus, i t appears 
t h a t the goal o f i n n o v a t i o n i s w i t h i n s t r i c t boundaries, the j o u r n a l i s t 
t a k i n g cues from the e x i s t i n g or r e c e n t l y past t o p i c s of i n t e r e s t . 
Some t o p i c s w i l l be avoided, e.g. "anything sounding l i k e a ' p u f f ' . . . " 
(magazine j o u r n a l i s t ) t h a t i s , a p u b l i c i t y gimmick f o r a company. Also 
"there i s a tendency to dwell on the p o s i t i v e r a t h e r than the negative 
aspects o f the experience /of work changes/. A negative s t o r y i s hard t o 
w r i t e , i t s also on dodgy ground - there i s no way you can go back." 
(magazine j o u r n a l i s t ) Also, companies may be r e l u c t a n t t o be w r i t t e n about 
or named., l i m i t i n g f o r one w r i t e r the t o p i c s covered, who always s t i p u l a t e s 
t h a t she should be "able t o mention the f i r m by name." ( f r e e - l a n c e consultant) 
One s t a f f w r i t e r s a i d " I t i s very hard t o go i n t o a company and get the company t o 
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agree t o doing a s t o r y . Also the company has an axe t o g r i n d of i t s 
own." (magazine j o u r n a l i s t ) A d i s t i n c t i o n between the general and the 
s p e c i a l i s t j o u r n a l i s t was made by T u n s t a l l t o the e f f e c t t h a t "A f e a t u r e 
w r i t e r - who may do a p o l i t i c a l s t o r y t h i s week, and an a v i a t i o n s t o r y 
next week - tends t o see h i m s e l f as more independent o f new sources than 
i s a s p e c i a l i s t newsgatherer who w i l l need the source again tomorrow." 
(1971, p.34). Access then may be a very s a l i e n t f a c t o r . 
That some j o u r n a l i s t s f e e l they have an important r o l e i n d i f f u s i n g 
ideas was obvious " I f you can't convince people i n j o u r n a l i s m , then you 
can't get the idea s o l d . " (magazine j o u r n a l i s t ) On s i m i l a r l i n e s : 
"We w r i t e about something, then the conference organising 
companies - there are many who are desperate t o f i n d something 
to have a conference on which w i l l catch the p u b l i c eye - or 
one o f the i n s t i t u t e s takes i t up and t h i n k s ' t h i s w i l l make 
a good conference t h i n g ' . " (magazine j o u r n a l i s t ) 
S i m i l a r f i n d i n g s were made by T u n s t a l l " I n terms o f long-term power or 
i n f l u e n c e many correspondents saw themselves as c o l l e c t i v e l y helping t o 
decide what became the major issues and who became the leading i n d i v i d u a l s 
w i t h i n the f i e l d of s p e c i a l i z a t i o n . I t was also believed t h a t ideas i n i t i 
ated by correspondents were l a t e r taken up by leading i n d i v i d u a l s i n the 
f i e l d and v i c e versa." (1971, p.273, (emphasis i n o r i g i n a l ) ) 
Elsewhere, j o u r n a l i s t s have made the claim " A r t i c l e s on management, 
and on i t s p r a c t i c e i n companies, have c e r t a i n l y helped t o s t i m u l a t e what 
has been c a l l e d the management r e v o l u t i o n , and t h i s r e v o l u t i o n has 
sti m u l a t e d more j o u r n a l i s t i c i n t e r e s t s t i l l . " (R. H e l l e r , 1971, p.12). 
Others, however, were more s c e p t i c a l of t h e i r impact: " I doubt i f they 
/_senior managers/ act immediately on an a r t i c l e . " (magazine j o u r n a l i s t ) 
That other l i n k e r s may be c r u c i a l was suggested: " c e r t a i n ideas catch 
the academic p u b l i c and e v e n t u a l l y a l o t w i l l be produced." (magazine 
j o u r n a l i s t ) I t i s obvious t h a t s t a f f w r i t e r s on magazines and newspapers 
- 229 -
do not enjoy a monopoly. Ideas may as e a s i l y be presented by o u t s i d e r s 
and although s c r u t i n i s e d by those i n the e d i t o r i a l f u n c t i o n , i t seems t h a t 
one of the primary goals - t h a t of g i v i n g the audience what i t wants 
w i l l help ensure t h a t a range o f ideas from a number of sources w i l l be 
considered. This i s not t o suggest t h a t a l l ideas w i l l be e q u a l l y 
considered. For instance, i t i s u n l i k e l y t h a t a r t i c l e s advocating the 
overthrow of c a p i t a l i s m or of managers w i l l appear i n the management pages 
of d a i l y newspapers or i n magazines which have audiences w i t h an over-
whelming p r o p o r t i o n o f managers. But t h a t w i t h i n a given range t o p i c s w i t h 
a new s l a n t w i l l r eceive c o n s i d e r a t i o n . 
A very important f e a t u r e o f j o u r n a l i s t s , which a f f e c t s the content 
of p u b l i c a t i o n s , was not touched on i n the i n t e r v i e w s and t h a t i s t h e i r 
backgrounds. Johnstone et a l . i n t h e i r book on American j o u r n a l i s t s 
noted "we f e e l i t i s s i g n i f i c a n t . . . t h a t j o u r n a l i s t s are male, emanate 
from the middle classes of American s o c i e t y , and are d i s p r o p o r t i o n a t e l y 
concentrated w i t h i n large urban places and i n the North East. I f i t i s 
t r u e , as c r i t i c s have argued, t h a t our media give d i s p r o p o r t i o n a t e 
a t t e n t i o n to the a f f a i r s of established groups i n the s o c i e t y , t o events, 
such as sp o r t s , which are o f i n t e r e s t p r i m a r i l y t o men, and t o experiences 
i n the urban environment, then these p r o p e n s i t i e s are e n t i r e l y c o n s i s t e n t w i t h 
the s o c i a l and geographic make up of news media personnel. WHO and WHERE 
the people are who gather and assemble the news, i n other words, can 
s i g n i f i c a n t l y i n f l u e n c e what i s portrayed as newsworthy by the media." 
(Johnstone, 1976, p.185). So w h i l e j o u r n a l i s t s may or may not t e l l us 
what to t h i n k , they have a s u b s t a n t i a l i n f l u e n c e on what we t h i n k about, 
and i f t h e i r backgrounds r e f l e c t only a narrow s l i c e of the range o f 
s o c i a l class, what we t h i n k about i s l i k e l y t o r e f l e c t the i n t e r e s t s and 
preoccupations of t h a t narrow s l i c e . S i m i l a r l y , " I n order t o produce news 
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which * w i l l make people t a l k ' j o u r n a l i s t s use the device of p e r s o n a l i z a t i o n . 
Thus events which can be presented through p e r s o n a l i t i e s are more l i k e l y 
t o become news, e s p e c i a l l y i f the audience can be expected t o IDENTIFY 
w i t h the p e r s o n a l i t i e s i n question." "The p e r s o n a l i t i e s presented tend to 
occupy e l i t e p o s i t i o n s i n s o c i e t y , because more events can be r e l a t e d to 
a few e l i t e i n d i v i d u a l s and widely spread audiences are expected t o 
i d e n t i f y more w i t h e l i t e audiences..." ( T u n s t a l l , 1971, p.19) 
I t i s d i f f i c u l t t o evaluate the r o l e of p u b l i c a t i o n s i n d i f f u s i o n , 
e s p e c i a l l y of newspapers and magazines. C e r t a i n l y there has been what 
Tega c a l l s an 'information explosion' t o the extent t h a t a comparison 
between the number o f j o u r n a l s i n U l r i c h ' s i n 1965/6 and 1977/8 looks 
l i k e t h i s : 
Management 75 330 
Personnel Management 16 48 
Accounting 79 110 
Marketing/Purchasing 53 301 
A d v e r t i s i n g / P u b l i c Relations 77 177 
(Source: Tega, 1978, p.2) 
Although there has been an enormous growth i n the number of management 
j o u r n a l s , each i s l i k e l y t o r e f l e c t t o some extent preoccupations o f the 
others and feed i n t o each other: "mediating j o u r n a l s /e.g. New Society, 
Transaction - U.S./ prepare a wider audience f o r reading t e c h n i c a l 
j o u r n a l s , j u s t as the general i n t e r e s t magazines, l i k e Time, w i t h i t s 
'behaviour' s e c t i o n help prepare the way f o r our kinds of p e r i o d i c a l s . " 
(Horowitz ?( Barker, 1974, p.395). J o u r n a l i s t s , as noted e a r l i e r , keep an 
eye on what the competition i s doing- they pay a t t e n t i o n t o the c r i t i c i s m s 
of t h e i r peers - t h e i r competitor colleagues; and there i s a great deal 
of i n f o r m a l contact between j o u r n a l i s t s , where i d e a s / s t o r i e s may w e l l 
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be exchanged (see Horowitz and Barker, 1974, p.400). That d i r e c t p i c k i n g 
up from other p u b l i c a t i o n s takes place i s evidenced by a comment by 
Barker, "The SUNDAY TIMES, the l a r g e s t s e l l i n g ' q u a l i t y ' Sunday paper i n 
B r i t a i n has a couple of pages c a l l e d 'Spectrum'. I happen t o know t h a t 
these were, and are, d e l i b e r a t e d l y modelled on New Society." (Horowitz § 
Barker, 1974, pp.399-400). 
I n t h e i r a r t i c l e , Horowitz and Barker (1974) make an important p o i n t 
which demonstrates t h a t magazines and t o some extent newspapers, also 
cause i n f o r m a t i o n t o be produced: "We o r i g i n a t e s o c i a l science i n t h a t , 
at New Society, we commission a r t i c l e s ; we even commission survey research 
of our own." (P.398) 
Measuring impact by c i r c u l a t i o n i s dubious f o r two reasons. P e r i o d i c a l s 
such as New Society estimate t h e i r t o t a l readership t o be somewhere i n 
the region o f 175,000 while i t s c i r c u l a t i o n f i g u r e , per se, i s i n the 
30,000s. A r t i c l e s may be used as teaching m a t e r i a l i n schools which 
again widens impact without a f f e c t i n g c i r c u l a t i o n . I n the same way, 
a r t i c l e s may be sent round a company or pinned on a notice-board. On the 
other hand, a l l those who receive a p e r i o d i c a l do not n e c e s s a r i l y read i t , 
skimming the contents pages f o r a t t e n t i o n catching t o p i c s , or looking at 
the jobs advertised but reading few a r t i c l e s . Here the importance of the 
'sexy subject' p r e s e n t a t i o n becomes apparent. 
Resume: The i n f l u e n c e of p u b l i c a t i o n s on one another i s perhaps 
the most outstanding aspect brought out i n the i n t e r v i e w s . J o u r n a l i s t s 
had o f t e n served t h e i r time i n j o u r n a l i s m , moving from one newspaper or 
magazine to another. In t h i s way, the norms of the p r o f e s s i o n as w e l l as 
of the various p u b l i c a t i o n s are learned. Through t h i s movement there i s 
a learned understanding of how other p u b l i c a t i o n s and j o u r n a l i s t s operate 
- 232 -
which w i l l i n f l u e n c e the j o u r n a l i s t ' s own a c t i v i t i e s . The p i c k i n g up 
of ideas from other p u b l i c a t i o n s ; keeping an eye on the competition; 
f o l l o w i n g others' lead - a l l p o i n t t o a r e s t r i c t e d range of t o p i c s and 
the i m p l i c i t dangers o f stepping too f a r from what i s a c u r r e n t l y 
acceptable t o p i c . Topics may be selected by s t a f f and other w r i t e r s , but 
they are normally s c r u t i n i s e d by an e d i t o r . What the e d i t o r ( s ) l i k e s 
and d i s l i k e s w i l l soon become apparent and the subject matter selected 
w i t h t h i s i n mind. More important perhaps i s the way an a r t i c l e i s 
w r i t t e n r a t h e r than the t o p i c i t s e l f . Here, not only e d i t o r i a l s c r u t i n y 
has t o be passed, but also the s c r u t i n y o f the company being w r i t t e n 
about ( w i t h the need t o maintain access); and the s c r u t i n y o f the -
managerial - audience. A l l of which are l i k e l y t o i n h i b i t the p r e s e n t a t i o n 
of s t o r i e s t h a t are polemical or r a d i c a l . E d i t o r s , owners o f companies 
and managers are u n l i k e l y t o have very d i f f e r e n t world views - a l l are 
l i k e l y to want to preserve the s t a t e o f a f f a i r s i n which they have a t t a i n e d 
t h e i r success and thus avoid unpalatable and unwelcome change. The 
s t i c k i n g t o the known formulas, and the r e t u r n i n g t o the inescapable 
issues of the day, p o i n t t o the r a t h e r l i m i t e d menu appearing i n p u b l i c a -
t i o n s , and whether t h i s r e f l e c t s an easy way t o o b t a i n copy f o r j o u r n a l i s t s 
or the preferences of the scrutineers i s i r r e l e v a n t . However accomplished, 
the s e l e c t i o n and p r e s e n t a t i o n of t o p i c s i s l i m i t e d and the 'newness' of 
the t o p i c s which are selected w i l l be a newness t h a t f a l l s w i t h i n d e f i n i t e 
boundaries, r e f l e c t i n g the i n f l u e n c e s o u t l i n e d above. The menu, i n other 
words, might change but w i l l not r a d i c a l l y depart from the p r e v i o u s l y 
accepted and acceptable d i e t . 
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The wide and v a r i e d contacts o f j o u r n a l i s t s , the numerous a c t i v i t i e s 
of free-lance authors, the many sources of a r t i c l e s , would appear t o 
mean t h a t a broad spectrum of t o p i c s would be presented. However, i t 
may be the well-known who are commissioned t o w r i t e an a r t i c l e , the 
well-known who are w r i t t e n about, and the well-known and safe t o p i c s 
which are chosen and presented while the unknown outs i d e r s f i n d much 
greater d i f f i c u l t y i n achieving p u b l i c a t i o n . No matter i f the ou t s i d e r s 
tend to be b e t t e r informed or q u a l i f i e d i n management or business matt e r s , 
they are s i m i l a r l y s c r u t i n i s e d and operate under s i m i l a r c o n s t r a i n t s t o 
s t a f f w r i t e r s , s u i t i n g t h e i r a r t i c l e s and t o p i c s t o the p u b l i c a t i o n 
concerned. 
Like everyone else, o u t s i d e r s are a f f e c t e d by the p r e v a i l i n g climate 
of opinion and w i l l take up the curre n t issues whether these r e s u l t from 
government p o l i c y , impending l e g i s l a t i o n , or curr e n t events. Thus i t 
cannot be expected t h a t o u t s i d e r s are o v e r l y i n n o v a t i v e i n t h e i r t o p i c 
s e l e c t i o n or p r e s e n t a t i o n . They too are l i k e l y t o s t i c k t o the known 
preferences o f p u b l i c a t i o n s - i n type o f a r t i c l e , i n language, i n s l a n t , 
as w e l l as i n t o p i c area. And they too w r i t e f o r the same audience - a 
managerial audience - not one which i s l i k e l y t o lap up ideas from a 
wide p o l i t i c a l spectrum, hence perhaps the l i m i t e d range of t o p i c s found 
i n p u b l i c a t i o n s or sections of p u b l i c a t i o n s aimed at managers; a p o i n t 
which i s given support by the great amount o f a t t e n t i o n given t o AWGs 
i n various p u b l i c a t i o n s . 
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CONSULTANTS 
I t i s u n l i k e l y t h a t the r o l e o f management consultants i n d i f f u s i n g 
ideas and p r a c t i c e s i s as great as t h a t o f j o u r n a l i s t s , they nevertheless 
do inform people i n i n d u s t r y of ideas a p p l i c a b l e t o experienced problems. 
Twenty one o f the t h i r t y three l i n k e r s spoken t o had done some 
consultancy work: 
Commercial consultants - large f i r m s 4 
Independent - consultancy one of many a c t i v i t i e s 2 
In-house consultants 1 
Research o r i e n t e d , commercial consultants 2 
Government body consultants or part-Government ^ 
financed 
Educational establishment based consultants 8 
The backgrounds of consultants v a r i e d considerably. Among those 
from educational establishments who gave i n f o r m a t i o n on t h e i r backgrounds, 
i t was psychology r a t h e r than sociology t h a t was the degree s u b j e c t . Of 
course, as one educational consultant pointed out "we've got a l o t of 
people who d i d sociology as a su b s i d i a r y s u b j e c t . " Quite a few had degrees 
i n engineering or production. Only the in-house consultant had an i n d u s t r i a l 
sociology background. I n only one i n t e r v i e w was i n d u s t r i a l experience 
mentioned as a necessary r e q u i s i t e t o j o i n i n g the group - only one person 
had, or mentioned i n d u s t r i a l experience. This i s i n marked c o n t r a s t t o 
the consultants i n large p r o f e s s i o n a l management consultancy f i r m s where 
i t was always s t i p u l a t e d t h a t i n d u s t r i a l experience was necessary before 
j o i n i n g the company. The three consultancy f i r m s a l l had q u a l i f i e d s o c i a l 
s c i e n t i s t s on t h e i r s t a f f - "the days o f amateurism are past". However, 
i t seems t h a t again these ' s o c i a l science degrees' most f r e q u e n t l y r e f e r r e d 
to psychology (once to economics) or what the respondents c a l l e d 
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"behavioural science backgrounds" - thus sociology was not the main 
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i n p u t although i t may have been pa r t o f the course c u r r i c u l u m of 
psychology and even economics degrees. While such f i r m s are a d v e r t i s i n g 
f o r s o c i a l s c i e n t i s t s w i t h Ph.Ds, (see The Times - P.A. I n t e r n a t i o n a l 
Advertisements) t h i s appears t o be i n response t o c l i e n t demand r a t h e r 
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than being i n i t i a t e d by consultancy f i r m s . Appleby r e p o r t s : "The 
consultant organisations who employed s o c i a l s c i e n t i s t s pointed out 
t h a t the impetus f o r t h e i r decision t o engage i n s o c i a l science came 
from t h e i r c l i e n t s ; t h a t there had been requests f o r s o c i a l and 
behavioural science assignments." (1972, p.117) Perhaps the s i t u a t i o n 
has since changed and such firms are a c t i v e l y seeking t o use the s o c i a l 
sciences. 
There was a huge growth o f consultancy i n the 60s: "there was a 
great demand f o r consultants - and the b i g ones l i k e us who had the 
experience, r e c r u i t e d people to help f i l l t h i s demand and o v e r s t r e t c h e d 
themselves. Some inexperienced people were r e c r u i t e d - there was a l o t 
of bad consultancy at t h i s time'.' ( I t would be i n t e r e s t i n g t o know the 
l e v e l of e x p e r t i s e required o f r e c r u i t s today) 'In the 70s companies no 
longer had the money - they cut a d v e r t i s i n g , cut t r a i n i n g , cut management 
consultancy....". And stringency i s r e f l e c t e d : "the days of people coming 
w i t h a general malaise are over now i t s a t e c h n i c a l problem t h a t we're 
u s u a l l y c a l l e d i n f o r . " Consultancy f o l l o w s i n d u s t r y i n i t s booms and 
slumps - q u i t e a number of management consultancy firms reduced t h e i r 
s t a f f i n the e a r l y 70s (see Harvey, 1972) - a t r e n d which continues. Now 
apparently i t i s f a i r l y common p r a c t i c e where "executives who have r e t i r e d 
from the company are being taken on as consultants l a t e r by t h a t same 
company." (f r e e - l a n c e consultant) So there i s a l o t of competition f o r 
any business which i s going, some academic consultants becoming aware o f 
being i n competition w i t h management cons u l t a n t s . I t i s easy t o p a i n t 
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an over-gloomy view of the management consultancy c l i m a t e . There are other 
c l i e n t s , such as n a t i o n a l i s e d i n d u s t r i e s from which one t h i r d of the 
business of the l a r g e s t consultancy company o r i g i n a t e s , (Harvey, 1972), 
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f o r e i g n governments and overseas companies. Contracts from government 
departments have also been obtained by u n i v e r s i t y departments.. (see 
Cherns, 1976). 
Although management consultancy i s dominated by a few large f i r m s 
there are many i n d i v i d u a l consultants and small f i r m s . I n 1972 "according 
t o the BIM over 50% of consultancy f i r m s employ less than f i v e people." 
(Blagden, 1973, p.459). Quite a number o f consultants leave the large 
f i r m s - i n which there tends t o be a high turnover of s t a f f - and set up 
on t h e i r own, but i t i s d i f f i c u l t t o s u r v i v e , and the s t r u g g l e t o get a 
contract may be long. 
Management consultancy i s one of those areas on which people i n any 
way connected w i t h i n d u s t r i a l and commercial organisations f e e l q u a l i f i e d 
to comment. The poor consultancy o f the 60s, the f i e r c e competition o f 
the 70s - where consultants r e g i s t e r i n g w i t h a consultancy service o f t e n 
say "they cover almost a l l the areas / o f e x p e r t i s e / j u s t t o get business" 
again p o s s i b l y leading t o an i n f e r i o r s e r v i c e , a l l add f u e l t o the f i r e 
o f c r i t i c i s m s o f management co n s u l t a n t s . 
Much of the time of management consultants - large and small - i s 
spent t r y i n g t o get business. I n the large companies business i s developed 
by 'warming-up', t h a t i s "not t r y i n g t o s e l l them anything but j u s t 
l e t t i n g them know we are here and the services we are o f f e r i n g . " and 
contacts are made i n a l l s o r t s of ways - at t e n d i n g seminars, personal 
contacts, even "who you s i t next t o on the plane - but keeping t h i s 
contact warm." I t i s most unusual t o get a col d contact, i . e . "an 
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or g a n i s a t i o n r i n g i n g us up w i t h whom we have not had any contact i n the 
past." S i m i l a r l y , companies are sent l e a f l e t s by the consultancy f i r m s : 
"our l e a f l e t s aren't adverts but p u b l i c r e l a t i o n s - keeping i n c l i e n t s ' 
minds what our resources are." "we hope there w i l l be a coincidence so 
t h a t the MD or the marketing d i r e c t o r sees some of our s t u f f or has been 
v i s i t e d by one of our people when they have a problem t h a t i s r e a l l y 
h u r t i n g at the time." 
G e t t i n g a f o o t i n the door i s less easy f o r the i n d i v i d u a l or small 
f i r m of co n s u l t a n t s : "mailing i s q u i t e a good way of g e t t i n g business. 
I t s a long haul - t o get anything you have t o send out 1000 l e t t e r s and 
you might get h a l f a dozen meetings and then get one job out of t h a t . " 
(independent consultant) I t ' s a long slow haul t o becoming e s t a b l i s h e d 
which p a r t l y explains why some consultants do other things such as 
teaching, w r i t i n g , etc. and why consultants so keenly f o l l o w demand r a t h e r 
than i n i t i a t e i t - t h e i r p o s i t i o n i s too precarious t o do otherwise. 
And even i f asked f o r a proposal f o r a j o b : 
"You may j u s t be asked.as a makeweight - t o make up the 
numbers when another f i r m has v i r t u a l l y been decided upon. 
You seize t h a t o p p o r t u n i t y t o get a j o b . More t y p i c a l l y 
i t s an o p p o r t u n i t y t o show your p o t e n t i a l - i n p u t t i n g 
forward a proposal, you might be asked next time, perhaps 
as a f i n a l candidate." (independent consultant) 
I n a number of ways the large companies enjoy the b e n e f i t s of scale: 
of resources of s t a f f , i n having t h e i r own t r a i n i n g centres, i n extensive 
previous experience (and r e p o r t s from previous engagements which can be 
e a s i l y c o n s u l t e d ) ; i n having t h e i r own l i b r a r i e s , etc. But the main 
advantage i s having got t h e i r f o o t i n the door, because according t o 
Harvey (1972) 75% of Urwick Orr's assignments are c a r r i e d out on a 
r e t u r n business b a s i s . I n d i v i d u a l s and small firms who f i n d i t hard 
enough even to be asked t o make a proposal do not even have the chance 
t o enjoy 'repeat' work. This s t r i v i n g f o r business does mean, however, 
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t h a t f i r m s are inundated w i t h l i t e r a t u r e o f f e r i n g a l l manner of cures 
f o r a l l manner of problems, many of which w i l l r e l a t e t o the behavioural 
sciences. 
For those i n educational i n s t i t u t i o n s , the approaches t o firms may 
be less f r a n t i c i f there are grants or e x i s t i n g u n i v e r s i t y funds a v a i l a b l e . 
But, consultancy fees may be an important p a r t i n the f i n a n c i n g of a 
department or u n i t and again the attempts are made t o i n t e r e s t business 
people i n t h e i r services. While a d v e r t i s i n g i s not done, 'plugs' through 
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being w r i t t e n up can be obtained. Contacts i n i n d u s t r y are again 
c r u c i a l and may be sought f o r access f o r post-graduates t o c a r r y out 
research, to p u b l i c i s e courses, as w e l l as t o obt a i n consultancy work. 
Thus one such person commented t h a t i n the business school " A l l the s t a f f 
tended to have some contacts i n fi r m s around the place." A l e c t u r e r i n 
the Department of Management Science at Imper i a l College w r i t e s : "We 
have a network o f contacts w i t h i n d u s t r y . I n d i v i d u a l members of s t a f f 
here are encouraged t o go out and make contacts. They meet people who 
are working i n i n d u s t r y . We are a l l i n t e r e s t e d i n the a p p l i c a t i o n of OR 
techniques." (Jenkins, 1976, p.241). But approaches are made i n both 
d i r e c t i o n s : personal recommendations are most important according t o 
quit'.' a f';w o f the- respondents. One nettds "an nct,'*n>ttti)lt> <V*i> to 
management"; managers need t o "beli e v e your track record and t h a t you 
are known to be sympathetic t o management problems." But "The contact i s 
h i g h l y personal." - i n order t o get known you must already be known! 
Of course t h i s may merely mean t h a t people have read your work or have 
heard you speak, so i t i s not experience i n consultancy per so which i s 
nece s s a r i l y c r i t i c a l . "Some research contracts a r i s e through the attendance 
of managers at t r a i n i n g courses." (Chems, 1976, p.247). Or by managers 
at t e n d i n g s c i e n t i f i c meetings i n order t o e s t a b l i s h a c o n t i n u i n g r e l a t i o n s h i p 
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w i t h a research centre. Appleby found t h a t "the s p e c i f i c impetus had 
been attendance at conferences or personal contact w i t h a well-known 
exponent of the s o c i a l sciences, r e s u l t i n g i n the deci s i o n t o employ an 
o r g a n i s a t i o n a l s o c i a l s c i e n t i s t . " (1972, p.116). 
To an extent, consultants from academic bases have advantages over 
small consultancy f i r m s - they have access to good l i b r a r y resources, to 
a computer perhaps, t o colleagues w i t h other areas of e x p e r t i s e and 
contacts; and t h e i r c ompetitive edge i s also strengthened when no consul-
tancy fees as such are charged - only t h e i r overheads such as h o t e l and 
t r a v e l expenses need to be covered. But the r e l a t i v e importance o f 
u n i v e r s i t i e s and p o l y t e c h n i c s , etc. can be overstressed. 
C e r t a i n l y , no consultants commented on the a c t i v i t e s o f academic 
consultants and i t must be assumed t h a t t h e i r a c t i v i t i e s are r a t h e r 
marginal. Blagden suggests t h a t "5% o f consultancy services emanate 
from u n i v e r s i t i e s and p o l y t e c h n i c s . " (1973, p.459). The two or th r e e 
major p r o j e c t s which an academic department or u n i t may run over a two to 
three year per i o d would be chicken-feed t o a large consultancy f i r m such 
as PE Consulting Group which can re p o r t t h a t they have worked " f o r 82 out 
of the 100 l a r g e s t B r i t i s h companies, f o r 16 out of 22 n a t i o n a l i s e d 
i n d u s t r i e s i n the U.K. and f o r more than 30 n a t i o n a l governments." 
(PE Consulting Group Brochure, undated.) 
Management consultants' p r e d e l i c t i o n f o r packages was o f t e n noted 
(Ford § Appleby made s i m i l a r f i n d i n g s , undated, p.6) and also "whether t h 
package they s e l l i s appropriate or not I t h i n k i s sometimes problematic. 
(Research Uni t ) However, packages may be o f f e r e d because t h a t i s what 
c l i e n t s want: "The c l i e n t normally has got t o have some favourable 
i n c l i n a t i o n towards an idea before he w i l l accept i t . . . " ; (management 
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consultant) "Consultants don't s e l l ideas." (management con s u l t a n t ) 
A l e v e l of knowledge needs to e x i s t then before consultants are 
approached, i n t u r n i n d i c a t i n g t h a t i t i s not consultants who i n i t i a l l y 
inform managers. 
This conclusion would, however, ignore a number of f a c t o r s : 
1. some consultants are engaged on an open-ended ba s i s , a c t i n g as 
long-term advisers who attend Board meetings - and here the 
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p o t e n t i a l f o r i n t r o d u c i n g ideas i s higher. 
2. companies may have a d e f i n i t e problem i n mind yet wish t o be informed 
of a l l the options: "One company have asked us t o spend a b i t of 
time s i t t i n g down and j u s t t h i n k i n g about what s o r t o f pay system 
and k i n d of work o r g a n i s a t i o n they ought t o be working towards f o r 
ten years time."; (management consultant) "The great bulk o f our 
work i s of the r e l a t i v e bread and b u t t e r k i n d ' - pay - p r o d u c t i v i t y 
problems, immediate problems. But we do get a m i n o r i t y of assign-
ments to do w i t h o r g a n i s a t i o n development and opening up o p t i o n s . " 
(management con s u l t a n t ) 
3. Academic consultants are u n l i k e l y t o apply packages and may w e l l 
suggest innovatory ideas being less dependent than commercial consul-
t a n t s on 'repeat work' or a successful implementation. S i m i l a r l y , 
they may be more aware of new ideas from research given t h e i r 
closer contact w i t h the academic community. (Appleby found consul-
tants only had tenuous l i n k s w i t h the academic community. (1972, p. 119 
4. There seems to be a c o n t i n u i n g high demand f o r and supply o f manage-
ment consultants w i t h e x p e r t i s e i n the s o c i a l sciences, and: "You 
w i l l f i n d q u i t e a number of i n d i v i d u a l s who have a s o c i a l science 
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background and are a p p l y i n g them commercially." 
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5. Some consultants themselves - commercial and academic - b e l i e v e 
t h e i r r o l e i s important, management consultants are "a halfway 
house between academics and p r a c t i s i n g managers", (management 
consultant) 
Only one respondent however was aware "of one or two management 
consultants who are doing t h i n g s / i n the f i e l d o f work o r g a n i s a t i o n / . . . . " ( T a v i . ) 
Their impact i n the f i e l d , t h e r e f o r e , seems l i m i t e d and we do not know 
whether even i n the above cases, consultants i n i t i a t e d or reacted t o 
demand. 
I f consultants do act as d i f f u s e r s of s o c i a l science then some 
evaluation of t h e i r use o f s o c i a l science would be i n f o r m a t i v e . That 
consultants may apply s o c i a l science badly because " i n d u s t r y doesn't r e a l l y 
know what i t i s g e t t i n g unless there i s a s p e c i a l i s t i n the o r g a n i s a t i o n " 
(government body) i s an important p o i n t . Evaluation of con s u l t a n t s ' 
performance at any time i s not easy, and as regard s o c i a l science ideas 
where the outcome o f implementations i s seldom c e r t a i n , i t i s v i r t u a l l y 
impossible. The problems i n ev a l u a t i n g s o c i a l science have been noted 
elsewhere " I t would seem from our i n v e s t i g a t i o n s t h a t the c o n v i c t i o n t h a t 
s o c i a l science i s useable i s almost a Z e i t g e i s t . The b e l i e f p e r s i s t s 
despite the d i f f i c u l t y i n q u a n t i f y i n g or t e s t i n g i t . " (Ford § Appleby, 
undated, p.6). 
The lack o f comments on t h i s aspect may p a r t l y be explained by 
consultants p r a c t i c e where they "don't t a l k about the behavioural sciences 
as such but the concepts are taken from the behavioural sciences so t h a t 
they are f i n d i n g t h e i r way i n t o i n d u s t r y but I don't t h i n k managers would 
have been conscious t h a t they had been through some behavioural science." 
The disguised presence of behavioural science t o managers may also mean 
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disguised presence t o observers. This ' i n c o r p o r a t i n g ' o f s o c i a l science 
i n t o p r a c t i c e s and obscuring i t s presence was also found t o occur i n 
organisations and ITBs, and i t obviously has repercussions f o r the d i f f u s i o n 
of s o c i a l science - p o s i t i v e and negative. Here again i t i s worth n o t i n g 
t h a t a s h i f t i n terminology i s made, spontaneously, from s o c i a l science t o 
behavioural science. Thus consultants are no d i f f e r e n t i n t h i s respect 
from o r g a n i s a t i o n s , ITBs or j o u r n a l i s t s . 
As regard l i n k i n g a c t i v i t i e s , although commercial consultants may 
attend conferences etc. t h i s i s more o f t e n t o make contacts than t o give 
papers. But f o r various other groups of people who act as cons u l t a n t s : 
academics, government u n i t s and bodies, conferences are only one of the 
ways i n which they pass on i n f o r m a t i o n : p u b l i c a t i o n s , seminars, courses, 
radio and t . v . These a c t i v i t i e s may be more c r u c i a l than consultancy 
to the l i n k i n g process. The l e a s t used medium f o r these people was 
r a d i o / t . v . The most o f t e n used was p u b l i c a t i o n s - books and a r t i c l e s : 
most r e g u l a r l y gave t a l k s at both seminars and conferences, and were 
involved i n teaching on some kin d of course: IPM, DMS, in-company, academic 
i n s t i t u t i o n . Thus whatever these people are saying, w i l l be t r a n s m i t t e d 
i n a number o f ways, reaching d i f f e r e n t audiences, and having d i f f e r e n t 
impacts. Many o f these a c t i v i t i e s d i r e c t l y lead t o f u r t h e r contacts e.g. 
"a l o t of people contact a w r i t e r d i r e c t " , ( f r e e - l a n c e consultant) 
Indeed, one (academic consultant) respondent received 200 enqu i r i e s 
r e s u l t i n g from an a r t i c l e he had w r i t t e n . Yet contacts from 50 companies 
may only r e s u l t i n one research p r o j e c t as happened t o one academic 
consultant. 
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While i n d u s t r y i s not r e l u c t a n t t o contact academics (as was found 
i n brewing), or t o approach them w i t h p o t e n t i a l consultancy p r o j e c t s many 
attempts are made t o in v o l v e and a t t r a c t i n d u s t r y and i t s finance t o 
u n i v e r s i t i e s , business schools and colleges. Contacts w i t h i n d u s t r y are, 
a f t e r a l l , only frowned on i n c e r t a i n academic surroundings as one f r e e -
lance j o u r n a l i s t respondent reminded me. Some have "used the media t o 
promote" themselves. I n some organisations there i s enough contact to 
warrant the employment of an I n d u s t r i a l L i a i s o n O f f i c e r ; others have 
graduate business centres (Barry et a l . , 1975), others o f f e r a consultancy 
services f o r s p e c i f i c i n d u s t r i e s (Bakewell, 1967). S i m i l a r l y a 'br i s k 
and e b u l l i e n t ' business l i n k was reported at one U n i v e r s i t y where l o c a l 
f i r m s had pa r t - f i n a n c e d the s e t t i n g up o f the u n i v e r s i t y . ( E g l i n , 1977) 
Links are also f o s t e r e d by t h i r d p a r t i e s l i k e the SSRC w i t h i t s Open Door 
scheme which seeks t o b r i n g researchers i n t o contact w i t h management and 
others. And they a d v e r t i s e t h a t " i t i s by a long term approach t h a t 
research can most valuably help management." (SSRC advertisement i n 
Management Today, November, 1979, p.203). 
There are a number o f government and part-government financed 
bodies which w i l l o f f e r assistance, i n c l u d i n g 'research' - a term which 
obscures the consultancy which takes place. 
Academics, consultants or not, are inf l u e n c e d by and have contacts 
w i t h other l i n k e r s . One j o u r n a l i s t said " I make contact, I get papers 
from them, I go t o conferences to hear them speak, hear who's g e t t i n g 
grants from the SSRC or i f they w r i t e a book." Consultants seek the 
assistance of academics "some are p a r t i c u l a r l y good", and "academics 
have given me q u i t e a l o t o f my i n f o r m a t i o n " w h i l e others noted the 
extensive contacts they had w i t h academics, (an aspect also found i n the 
ITBs) an in-house consultant r e p o r t i n g t h a t "We do keep i n touch w i t h 
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almost every academic i n s t i t u t i o n we can." Yet i t can s t i l l be asserted 
t h a t "people d i s t r u s t academics more than management c o n s u l t a n t s . " 
and even from w i t h i n academia, c r i t i s i s m s o f academics are made: 
" I t h i n k academics have done a l o t o f damage as a group -
I don't know i f I am any b e t t e r , I l i k e t o t h i n k I am 
because I've been bashed about a b i t by i n d u s t r y .... 
and I t h i n k I know some o f the mistakes I've made i n the 
past." (educational consultant) 
Academia i s seen to play a f a i r l y important r o l e i n d i f f u s i o n : 
"Being an o u t s i d e r , a t h i r d p a r t y , can cut across conventional communi-
ca t i o n problems i n o r g a n i s a t i o n s " (educational c o n s u l t a n t ) ; "they have 
a f a i r l y important r o l e to play i n disseminating ideas f o r s e l e c t i o n s . " 
And i t seems as though academics' output i s i n c r e a s i n g l y picked by 
in d u s t r y "as people i n i n d u s t r y are encountering problems now they used 
not to have...." ( j o u r n a l i s t ) 
In passing, i t i s worth mentioning the problems which researchers i n 
educational i n s t i t u t i o n s ( i n one case, attached t o a u n i v e r s i t y ) had 
encountered i n o b t a i n i n g grants. Two poi n t s were made: "Had t o deal 
w i t h the SSRC - always seemed t o encounter h o s t i l i t y because we're not 
r e a l l y accepted i n s o c i a l sciences committee so we always run up against 
people who t h i n k we are u p s t a r t s . They o f t e n tend t o be from the T a v i -
type background. I n t o l e r a n t o f others who want t o work, i n what they 
see as t h e i r area, i n another way." Another respondent pointed out t h a t 
because they tended as a group t o deal w i t h a m u l t i - d i s c i p l i n a r y area, 
the a p p l i c a t i o n s f o r SSRC funds ended up going t o the psychology s i d e , 
the management side and other sections of the SSRC and each saying 'very 
i n t e r e s t i n g but not our s o r t o f t h i n g ' , and there was no one place where 
t h e i r proposal would be looked at i n t o t a l . Two p o i n t s which i l l u s t r a t e 
why consultancy work may be more eagerly sought r a t h e r than research grants. 
(The screening out of newcomers t o an area o f research i s another p o s s i b l e 
i n t e r p r e t a t i o n o f these comments). 
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Normally, i t i s not sociology departments but management and 
business studies departments who w i l l o f f e r or seek consultancy work. 
The members o f these l a t t e r departments are u n l i k e l y t o have 'majored' 
i n sociology although they are l i k e l y t o have received some i n p u t i n 
t h e i r degree course from sociology, e s p e c i a l l y i n d u s t r i a l sociology. 
While a number of these c o n s u l t a n t s , e s p e c i a l l y those from an 
academic base had been concerned t o implement AWGs and changes i n work 
o r g a n i s a t i o n , very few indeed had had contact w i t h i n d u s t r i a l sociology 
as such. On the other hand, most had had some contact w i t h sociology. 
But i t i s not s o c i o l o g i s t s per se who are a c t i n g as consultants or 
linkers here. Nevertheless, there are many academics who do, and have, 
a c t i v e l y sought l i n k s w i t h i n d u s t r y : those whose 'faces f i t ' and whose 
'track record' i s acceptable t o management. While academics may not be 
very important l i n k e r s i n the r o l e o f co n s u l t a n t s , they play a greater 
r o l e i n the other a c t i v i t i e s as w r i t e r s , teachers, etc. than commercial 
consultants. Again, i t i s the n o n - s p e c i a l i s t who had great e r impact 
through using a grea t e r number o f channels as w e l l as through exposure 
to a wider range o f m i l i e u x and audiences. 
Resume : I t i s easy t o exaggerate the l i n k i n g r o l e which consultants 
play. While some, e s p e c i a l l y those from academic bases may ' s e l l ' ideas, 
on the whole, consultants have t o react t o demand, they seldom i n i t i a t e . 
Consultants' l i k i n g f o r 'package' a p p l i c a t i o n s and the many c r i t i c i s m s 
voiced o f con s u l t a n t s ' a c t i v i t i e s means a less than innovatory r o l e . 
Although there i s a high demand f o r consultants w i t h e x p e r t i s e i n the 
s o c i a l sciences, consultants have had l i m i t e d impact i n the f i e l d o f work 
o r g a n i s a t i o n . But many consultants act as l i n k e r s i n other ways: as 
conference speakers, authors, teachers, so whatever they are saying i s 
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t r a n s m i t t e d i n a number o f ways. Academic consultants only account f o r 
5% of consultancy services but they also play a r o l e i n d i f f u s i o n through 
t h e i r other a c t i v i t i e s e.g. l e c t u r i n g , w r i t i n g , as w e l l as being sought 
out (as i n f o r m a t i o n sources) by other consultants. I t was also noted t h a t 
academic consultants come from management and business s t u d i e s , r a t h e r 
than sociology, departments. Again i t was found t h a t s o c i a l science i s 
t r a n s l a t e d i n t o behavioural science w i t h the f u r t h e r t w i s t t h a t the 
presence of the l a t t e r i s disguised by cons u l t a n t s . This means f i r s t l y , 
t h a t any apparent d i f f u s i o n i s obscured, and secondly, t h a t the consultants 
r o l e i n d i f f u s i n g behavioural science i s s i m i l a r l y obscured. 
There are a v a r i e t y o f organisations which are i n some way inv o l v e d 
i n the process o f d i f f u s i o n . How important i s t h e i r presence? How 
i n f l u e n t i a l are t h e i r a c t i v i t i e s - both i n r e l a t i o n t o consumers and 
l i n k e r s ? Some of these questions w i l l be looked a t immediately below, 
others w i l l be examined i n the se c t i o n covering the brewing i n t e r v i e w s . 
THE TAVISTOCK 
The I n s t i t u t e i n B r i t a i n which has been most c l o s e l y i n v o l v e d i n the 
work on AWGs i s , the Tavistock I n s t i t u t e o f Human Relations. I t has been 
and s t i l l i s of great importance i n the f i e l d and undertakes a great deal 
of consultancy work. However, i t i s most s u r p r i s i n g t o discover t h a t 
there i s very l i m i t e d contact between some u n i v e r s i t y departments who 
have been working i n the f i e l d o f 'improving jobs' and the Tavistock. For 
the main p a r t , contact appears t o be made through working on p r o j e c t s 
together - where e i t h e r the Tavistock or a u n i v e r s i t y department has been 
c a l l e d i n as t h i r d p a r t i e s / c o n s u l t a n t s . While some contact was made at 
seminars and conferences there appears l i t t l e attempt t o keep up w i t h the 
work of the other. Relying on p u b l i c a t i o n s i s u n r e a l i s t i c : 1. much o f 
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the Tavistock work i s not published, being confined t o i n t e r n a l r e p o r t s . 
2. much o f the work o f the academic researchers i s not published due t o 
lack of time, c o n f i d e n t i a l i t y : "our r e p o r t s go f i r s t and foremost t o the 
c l i e n t and they are w r i t t e n f o r them and i n t h e i r terms and since funding 
i s always a problem f o r us, we are r a r e l y i n the l u x u r i o u s p o s i t i o n of 
being able t o say ' w e l l , l e t s s i t down and k n i t the experiences t h a t we 
have gained from several companies and make t h a t i n t o a respectable paper 
or whatever..." Contact w i t h the Tavistock seems t o be mainly confined 
to a few from an academic base w h i l e w i t h one exception, management consul-
t a n t s and j o u r n a l i s t s have had very l i t t l e c ontact, e.g. "I' v e never gone 
there ( f o r i n f o r m a t i o n ) . " 
I t was appreciated t h a t the Tavistock were " i n an almost impossible 
s i t u a t i o n f o r research - they have t o be s e l f - f i n a n c i n g (although they 
get some money from grants) which I t h i n k gets i n the way o f research because 
those two things aren't easy t o marry..." (research u n i t c o n s u l t a n t ) And 
t h i s also helps e x p l a i n why t h e i r d i f f u s i o n a c t i v i t i e s are l i m i t e d . As 
one Tavistock member pointed out " q u i t e a l o t of Tavi people do not do 
seminars which do not pay - i t might be seen as greed, but you have t o pay 
the gas b i l l . . . " The p o i n t was also made by research u n i t c onsultants 
t h a t "there i s no Tavistock approach as such - the Tavistock are only a 
group o f people who happen t o be i n the same place." Although there was 
some evidence o f sp e c i a l a l l i a n c e s and r i f t s between members so t h a t the 
f u l l flow of i n f o r m a t i o n may be impeded, there s t i l l appears t o be 
considerable contact between members as w e l l as knowledge o f t h e i r c l i e n t s 
and t h e i r research. 
Between them, the members o f the Tavistock have contact w i t h many o f 
the l a r g e s t o r g a n i s a t i o n s i n the U.K.: n a t i o n a l i s e d i n d u s t r i e s as w e l l as 
companies l i k e P h i l i p s , U n i l e v e r , S h e l l I n t e r n a t i o n a l , I C I , BL, Kodak, BAT, 
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Impe r i a l Group, Plessey. And i t would be easy t o underestimate t h e i r 
impact and i n f l u e n c e . Any i n f l u e n c e i s perhaps more d i r e c t e d at i n d u s t r y 
and commerce than at academics and others i n the f i e l d o f work o r g a n i s a t i o n , 
and as a r e s u l t , less apparent t o academic observers. I t may be also t h a t 
d i f f u s i o n occurs v i a i n d u s t r y , not academic consultants or researchers i n 
the f i e l d . 
According t o one member o f the Tavistock "Of the 33/4 s t a f f , perhaps 
four are c e n t r a l l y concerned w i t h job design s t u f f from the socio-
t e c h n i c a l angle, a couple more from a power sharing angle - less i n t o 
technology, and some others depending on whatever t u r n s up, who might do 
something on job design i f i t a r i s e s . " Only one Tavistock person was 
mentioned by other respondents i n connection w i t h AWGs and work o r g a n i s a t i o n 
I t appears t h i s person had a c r u c i a l p o s i t i o n v i s a v i s the Tavistock and 
d i f f u s i o n o f AWGs also being one o f the most f r e q u e n t l y recommended contacts 
i n the f i e l d . I t i s i n t e r e s t i n g t o note, however, t h a t two ITBs mentioned 
the Tavistock w i t h enthusiasm perhaps r e f l e c t i n g an aspect o f the Tavistock 
i t s emphasis on the l e a r n i n g process which has o f t e n been stressed. 
THE WORK RESEARCH UNIT 
Another, more r e c e n t l y formed, o r g a n i s a t i o n which has been much 
concerned w i t h AWGs i s the Work Research U n i t . Founded i n 1974 i n 
p a r t as a r e s u l t o f a paper by N.A.B. Wilson on "The Q u a l i t y o f Working 
L i f e " i t s o v e r a l l o b j e c t i v e i s "the s t i m u l a t i o n o f changes i n the way i n 
80 
which work i s organised i n i n d u s t r y and commerce." Put under the 
auspices o f the Department o f Employment, t h i s was wrong - at l e a s t 
according t o fou r respondents. It,was very much "a p o l i t i c a l i n s t i t u t i o n " 
(research u n i t consultant) and "the government base was a mistake", ( i n -
house consultant) leaving the U n i t " r o o t l e s s " . 
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Another respondent f e l t t h a t there was a lack o f commitment from the 
Department o f Employment. Thus as one ex-member o f the WRU put i t "The 
r o l e was super and the idea was super but the base was wrong t o t a l l y 
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wrong." Most respondents were c r i t i c a l o f the WRU i n some respect: 
i t was "too small and spread too t h i n " (in-house consultant) ; i t had 
"too much t o do" (academic); there was a problem o f c r e d i b i l i t y : "some 
people who were t r a n s f e r r e d i n t o the WRU had never been i n s i d e a f a c t o r y 
i n t h e i r l i f e " , (educational consultant) and " i t was set up i n too much 
of a h u r r y , people were expected t o produce i n s t a n t r e s u l t s . . . and every-
one was put under pressure t o achieve." (educational c o n s u l t a n t ) ; " i t 
r e a l l y needed a brave maverick a t the head o f i t who d i d n ' t care too 
much what happened t o h i m s e l f , and poor ( ) was not t h a t s o r t o f 
person." (academic); " i t s lagged behind. Got i n t o job s a t i s f a c t i o n - a 
s i l l y concept i f there ever was one." ( T a v i s t o c k ) ; and f i n a l l y , "the 
WRUs biggest achievement i s t o have survived three e l e c t i o n s - i t ' s not 
done anything else - but t h a t i n i t s e l f i s v a l u a b l e . " (Tavistock member) 
But the most f r e q u e n t l y voiced comment r e f e r r e d t o i t s lack o f impact -
indeed t h i s view was shared by people i n government departments, the 
Tavistock, c o n s u l t a n t s , ex-members and academics. Yet t h i s c r i t i c i s m was 
sometimes q u a l i f i e d i n two ways: 1. t h a t s i m i l a r o r g a n i s a t i o n s i n Europe 
and North America has "not been more successful" ( j o u r n a l i s t , educational 
c o n s u l t a n t ) , and 2. w h i l e doing consultancy work might have been a 
mistake, on the i n f o r m a t i o n side the WRU "had done a good j o b . " (in-house 
c o n s u l t a n t ) I n f a c t a f a i r number o f respondents found i t s i n f o r m a t i o n 
services u s e f u l . To a large e x t e n t , the p o s s i b i l i t y of contact w i t h the 
WRU has diminished as the number o f advisers has dwindled. Indeed, out 
o f a p r o j e c t e d number o f s i x t e e n , there were i n l a t e 1979 only three advis 
Thus i t i s not s u r p r i s i n g t h a t a few respondents s a i d they used t o contact 
t h i s or t h a t person, who has since l e f t . 
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However, not a l l comments were c r i t i c a l , e.g. one academic sa i d the 
WRU " d i d supply money which was h e l p f u l f o r some people, and some use i t 
was t o Henley and Mary Weir - o f a l l t h i n g s , i t was probably the most 
u s e f u l t h i n g i t had done." 
Nevertheless, the o v e r a l l impression o f the WRU i s unfavourable. 
Members o f the Unit themselves are w e l l aware of t h i s and o f t h e i r lack 
of impact: "Wherever we go people say 'haven't heard o f you'..." y e t , they 
receive somewhere between 200 and 300 enqu i r i e s per week f o r both advice 
and i n f o r m a t i o n . They have a m a i l i n g l i s t o f 2,000 people (as at the end 
of 1979) which was made up o f 976 managers and trade union o f f i c i a l s (the 
vast m a j o r i t y being personnel managers); 872 academics and a few i n d i v i d u a l s 
and 51 people who work f o r ITBs. Given t h a t one must ask t o be put on the 
ma i l i n g l i s t t o receive t h e i r range o f p u b l i c a t i o n s (mainly a b s t r a c t s and 
b i b l i o g r a p h i e s ) i t s impact may not be t h a t l i m i t e d . C e r t a i n l y the U n i t ' s 
conferences have in v o l v e d a wide range o f bodies i n c l u d i n g : ACAS, BIM, 
BSALS, Brunei, C i v i l Service College, Ergonomics Society, IPM, ISM, IWM, 
IT0, NATFHE, Management Centres, ILGS, Royal Aeronautical Society, 0D 
Network, most ITBs, I C I . . . . I t i s worth n o t i n g here t h a t only a few o f 
these bodies (and none o f the ITBs) recommended t h a t the WRU be contacted 
i n connection w i t h my research and also t h a t few answered p o s i t i v e l y t o 
my enquiries regarding AWGs and i n d u s t r i a l sociology again suggesting a 
lack o f impact of the WRU. 
I t i s not easy t o e x p l a i n the WRUs lack o f impact: i t may be because 
i t s services are f r e e or government-based, or t h a t i t i s d i s t r u s t e d by 
management and trade unions. I t seems t o reach the organisations which 
inform managers such as ITBs yet there seems l i t t l e d i f f u s i o n from t h a t 
source. Indeed, i t could e a s i l y be suspected t h a t such organisations act 
as a b a r r i e r between the WRU and i n d u s t r y , i n t h a t i n d i v i d u a l s i n the 
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organisations have to be convinced or at l e a s t won over before any passing 
on o f i n f o i m a t i o n takes place. I n other words, such organisations might 
occupy a gatekeeping r o l e between the WRU and i n d u s t r y i f they are the 
only channel of communication between the two. 
Again i t i s i n t e r e s t i n g t h a t of the organisations w i t h which the WRU 
and the Tavistock had i n some way been involved (according t o the annual 
re p o r t s ) 33 and 17 r e s p e c t i v e l y - there were only three organisations 
mentioned by both: the BPS, IPM, ICQWL. Thus the WRU and the Tavistock 
seem to reach d i f f e r e n t audiences i n t h e i r a c t i v i t i e s . Both the Tavistock 
and the WRU are i n p o s i t i o n s d i s t i n c t from t h a t o f other l i n k e r s : one 
having a research o r i e n t a t i o n yet seeking t o remain f i n a n c i a l l y s t a b l e , 
and the other o f f e r i n g a f r e e service from a government-base. Both do 
not appear to have had an outstanding impact on d i f f u s i o n , y e t , as w i l l 
be seen l a t e r , a s s o c i a t i o n w i t h e i t h e r o f these bodies i s a common f a c t o r 
i n the best known f i g u r e s of the f i e l d . These comments may now be out 
of date. I n l a t e 1979 a new d i r e c t o r o f the WRU was appointed and 
accordingly, the o r i e n t a t i o n of the Unit has changed, there being much 
less emphasis on research and a greater stress on ' s e l l i n g ' the ideas 
behind the QWL movement. 
THE INDUSTRIAL TRAINING BOARDS 
Although the WRU had contacts w i t h 'most' of the ITBs, the Tavistock 
appeared to have none (although two ITBs mentioned the T a v i s t o c k ) . From 
the i n t e r v i e w s w i t h l i n k e r s no c l e a r p i c t u r e of the importance of the 
ITBs emerged and i t i s hard t o evaluate t h e i r impact. For instance, one 
academic consultant s a i d about p u b l i c a t i o n s on work groups: "the ITBs would 
be the wrong network i n which t h i s ought t o be published. I t i s not the 
t r a i n i n g man who changes the o r g a n i s a t i o n . . . . i t i s not where the 
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i n i t i a t i v e comes from." P o t e n t i a l l y o f course the ITBs are an e x c e l l e n t 
mechanism f o r d i f f u s i o n : "When I t a l k e d t o people i n Europe and they 
heard there were these bodies where managers and trade unions u n i t e d t o 
get together on t r a i n i n g , they s a i d why not use t h i s f o r changes." ( f r e e -
lance j o u r n a l i s t ) And the ITBs are approached f o r i n f o r m a t i o n : "many 
people i n t r a i n i n g boards have been asked about job redesign and t r a i n i n g 
people f o r i t .... They recognise the demand and want t o respond t o i t . " 
(academic co n s u l t a n t ) 
Yet there was not always much contact between the o r g a n i s a t i o n s / 
i n d i v i d u a l s who had been i n t r o d u c i n g work groups and the ITB f o r t h a t 
i n d u s t r y , e.g. "There's no d i r e c t contact, I t h i n k they know what i s going 
on." (academic consultant) Of course much depends on the Board concerned 
"some Boards are weaker than others, some more and others less able, and 
some are not at a l l i n t e r e s t e d i n work o r g a n i s a t i o n . " (research u n i t 
respondent) Only one ITB was described as ' i n n o v a t i v e ' i n i t s approach 
though i t had not undertaken any work i n the area of AWGs. Another ITB 
which had appointed an adviser w i t h a primary r e s p o n s i b i l i t y t o look at 
work groups evoked mixed comments: e s p e c i a l l y from academic c o n s u l t a n t s . 
"I'm s c e p t i c a l of the work being done", but they "have done a l o t more 
than o t h e r s . " (education consultant) But the lack of contact between ITBs, 
t h e i r curious lack of reference t o the WRU noted e a r l i e r p o i n t t o the 
d i f f i c u l t y i n e v a l u a t i n g t h e i r r o l e i n the d i f f u s i o n process. O v e r a l l , 
opinion v a r i e s about the ITBs and t h e i r r o l e - a c t u a l and p o t e n t i a l . 
Although the ITBs are not i n the centre o f any d i f f u s i o n attempts t h e i r 
i n f l u e n c e cannot be discounted e s p e c i a l l y i n s p e c i f i c i n d u s t r i e s and i n 
g i v i n g a p o t e n t i a l lead t o other ITBs. 
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LINKERS CONTACTS 
Taking a l l the l i n k e r s together we f i n d t h a t a s u r p r i s i n g number o f 
mentions were made of org a n i s a t i o n s . Two organisations were mentioned 
by the i n t e r v i e w e r : the WRU and the I n d u s t r i a l Society - the l a t t e r 
evoking f a i r l y c r i t i c a l responses. Otherwise the IPM and BIM were o f t e n 
mentioned i n passing - t h e i r a c t i v i t i e s and existence being taken f o r 
granted. Two other organisations were f a i r l y f r e q u e n t l y mentioned: the 
ICQWL and the BPS both being p o s i t i v e l y evaluated and the important r o l e 
of the former i n d i f f u s i o n was p a r t i c u l a r l y emphasised. While i t was the 
in-house consultant who mentioned most o r g a n i s a t i o n s , i n general i t was 
the respondents from an academic base who most o f t e n mentioned or g a n i s a t i o n s 
and t h e i r r o l e w h i l e the commercial consultants and j o u r n a l i s t s mentioned 
fewest. There was a f a i r l y constant, but not h i g h , mention o f educational 
establishments i n the f i e l d : A d m i n i s t r a t i v e s t a f f College 7; Brunei 4, 
MBS, C r a n f i e l d , Bradford and Ashridge 3 each, and a number o f s i m i l a r 
i n s t i t u t i o n s received occasional mentions: Lancaster, London Graduate 
School of Business Studies, Oxford Management Centre. Quite a number o f 
European contacts were also mentioned i n d i c a t i n g the i n f l u e n c e o f events 
abroad. 
PERSONAL CONTACTS 
The naming of people i n the f i e l d r e l a t i n g t o AWGs and work organis-
a t i o n i n general seemed t o be a f a v o u r i t e t o p i c f o r many l i n k e r s . Whether 
t h i s was t o show the c e n t r a l i t y of the interviewee t o the f i e l d or the 
importance o f personal contacts i s debateable. I n the course o f the 
conversations, 45 non-academic and 156 academic names were mentioned. 
Commercial consultants were mentioned by 7 people as contacts worth 
f o l l o w i n g up ( s u r p r i s i n g given the dearth o f knowledge about c o n s u l t a n t s ' 
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implementation of AWGs). S i m i l a r l y a number of i n d u s t r i a l o r g a n i s a t i o n s 
such as S h e l l , Esso, I C I , S and N, Plessey, P h i l i p s were mentioned f o r 
t h e i r a c t i v i t i e s and i n t e r e s t i n the f i e l d . Some who would be c a l l e d 
i n d u s t r i a l s o c i o l o g i s t s were mentioned: Fox, Flanders, the l a t e 
Joan Woodward, Lupton, Wedderburn, Cherns, Shimmin, Daniels, C o l i n Brown 
wh i l e there were a number mentioned from academia who would occupy ground 
nearer management studies such as: Gowler, Legge, R. Stewart, Mumford, 
Pugh, Pym. 
A few names d i d keep recur r i n g : Ray Wild and David B i r c h a l l o f 
the A d m i n i s t r a t i v e S t a f f College, L i s l K l e i n of the Tavistock and less 
f r e q u e n t l y , Margaret B u t t e r i s s o f Shell U.K., Mary Weir o f Glasgow 
U n i v e r s i t y , Jenny Blake - fr e e - l a n c e , Lynda King Taylor - f r e e - l a n c e . 
A l l these people - n o t i c e a b l y so many women - had been and some s t i l l were 
a c t i v e l y concerned w i t h the concept of AWGs. A l l had a c t i v e l y attempted 
to act as d i f f u s e r s - although the amount published v a r i e d (Wild 26, 
B i r c h a l l 15, L. King Taylor 10, B u t t e r i s s 7, K l e i n 4, Weir 2, Blake 2 ) , 
while some appeared t o have concentrated on conferences, consultancy and 
seminars. Books du not appear t o be very important i n t h e i r a c t i v i t i e s , 
only two having produced more than one book. 
Quite a few o f these 7 people had worked on p r o j e c t s together and 
many had made contacts through various conferences and seminars i n B r i t a i n 
and Europe. There i s a common denominator f o r 6 o f these people, 
L. King Taylor being the exception - an a s s o c i a t i o n past or present w i t h 
the WRU or the Tavistock. (King Taylor was c e r t a i n l y not a c e n t r a l 
f i g u r e i n t h i s small group, her a c t i v i t i e s and presence were recognised 
but seldom f a v o u r a b l y ) . This p o i n t s t o a more important r o l e i n d i f f u s i o n 
f o r the WRU and the Tavistock than has been shown so f a r . However, i t i s 
obviously the i n d i v i d u a l s r a t h e r than any i n s t i t u t i o n a l attachment which 
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i s remembered and i t i s through the a c t i v i t i e s of i n d i v i d u a l s not the 
i n s t i t u t i o n s t h a t they become well-known. This i s an important p o i n t w i t h 
regard t o d i f f u s i o n , the l i n k e r being the i n d i v i d u a l r a t h e r than the 
o r g a n i s a t i o n , although a s s o c i a t i o n w i t h an o r g a n i s a t i o n may give g r e a t e r 
c r e d i b i l i t y to an i n d i v i d u a l . The a l a c r i t y i n mentioning i n d i v i d u a l s gives 
f u r t h e r support t o the suggestion t h a t a p e r s o n a l i s a t i o n and perhaps 
a n t i - b u r e a u c r a t i c process i s being f o s t e r e d . This would accord w i t h an 
I n v i s i b l e College view o f the c o t e r i e of 6 or 7 who had been i d e n t i f i e d 
as important, i f not c e n t r a l , f i g u r e s i n the f i e l d o f AWGs and work 
o r g a n i s a t i o n . The p e r s o n a l i s i n g of contacts also shows why or g a n i s a t i o n s 
such as ITBs and the WRU do not seem t o have made a great impact. I t i s 
t h e i r members, or ex-members who have been contacted and remembered, 
r a t h e r than the o r g a n i s a t i o n . But the l i n k w i t h the WRU and the Tavistock 
i s i d e n t i f i a b l e and t h e r e f o r e perhaps important. 
The existence of the small c i r c l e of people who know and have worked 
w i t h others i n the c i r c l e ; who meet and hear each other speak, i s 
i n t e r e s t i n g . I t would be i n t r i g u i n g t o know i f t h i s occurs i n other 
f i e l d s . 
THE APPROACH 
(The L i n k i n g I n i t i a t i v e ) 
The l i n k e r s were asked whether they approach or are approached t o 
w r i t e , speak etc. Two f i n d i n g s emerged. For conferences, papers are 
o f f e r e d w h i l e f o r seminars and t a l k s , i n d i v i d u a l s are approached. For 
research, p r e d i c t a b l y , people both approach and are approached. I n the 
l a t t e r case, i n d i v i d u a l s are asked t o p a r t i c i p a t e as advisers, associate 
consultants as w e l l as evaluators. As regards p u b l i c a t i o n s , a r t i c l e s are 
normally o f f e r e d - only one respondent said she was always approached, but 
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i n d i v i d u a l s are o f t e n approached to w r i t e and/or e d i t books. While 
some respondents had w r i t t e n books which they then t r i e d (always 
s u c c e s s f u l l y ) t o have published, normally i t i s the publ i s h e r s who made 
the moves. Un f o r t u n a t e l y , no publishers were int e r v i e w e d - i t was not 
apparent i n i t i a l l y t h a t they had any large c o n t r i b u t i o n t o make i n 
d i f f u s i o n given the time lag which o f t e n e x i s t s between a book being 
w r i t t e n and published and, secondly, t h a t a r t i c l e s f a r outweigh books 
numerically. Nevertheless, t h e i r a c t i v i t i e s are o f i n t e r e s t and only 
l i m i t e d i n f o r m a t i o n on these can be gleaned from the i n t e r v i e w s . 
Although a number of people had had more than one book produced by 
the same p u b l i s h e r , they also asserted they had no sp e c i a l r e l a t i o n s h i p s 
w i t h any pu b l i s h e r , indeed, they would even t r y t o avoid them. One 
respondent (academic consultant) had found a s p e c i f i c p u b l i s h e r too slow 
i n producing a book and would not use them again, w h i l e another (academic 
consultant) reported t h a t the publisher who had produced two of h i s 
books refused t o accept the most recent one. There was no p u b l i s h i n g 
company mentioned by more than one respondent. Only one respondent 
volunteered why publishers suggest t o p i c s , and he said t h a t p u b l i s h e r s 
f e l t "there was a hole i n the market" (research u n i t consultant) but 
t h i s somewhat begs the question, how and why i s a 'hole' i d e n t i f i e d and 
from whom do publi s h e r s take the lead? 
In asking why the respondents themselves were approached, the most 
frequent response was 'personal recommendation', w h i l e t h e i r w r i t i n g was 
the second most mentioned reason. A " r e p u t a t i o n i s t r a n s f e r r e d v e r b a l l y " 
according to one academic. A consultant pointed out t h a t a network o f 
contacts e x i s t e d through which approaches were made. Contacts are important 
i n meeting new people and i n keeping up w i t h o l d contacts. Four respondents 
mentioned people i n the f i e l d i n the U.K. they had met at a recent NATO 
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conference. The 'conference c i r c u i t 1 was mentioned and i t seems to be 
one o f the main'ways i n which contact i s e s t a b l i s h e d and maintained. 
Thus one academic consultant sta t e d : "I've got contacts i n the U.K., U.S. 
and Europe. I meet them.... i n the summer at the NATO conference, the 
year before i n Paris at the ICQWL, the year before t h a t i n Sweden, 
Brussels at the European I n s t i t u t e o f Advanced Studies o f Management f o r 
a couple of years." There seem to be two conference c i r c u i t s i n the 
U.K., the commercial and the academic. The former i s c e r t a i n l y "booming 
despite the recession" as one consultant put i t . And commercial conferences 
are used by l i n k e r s : "conferences are the main way i n which we i n f o r m 
people about our research a c t i v i t i e s . " A number o f conferences are 
o f t e n mentioned, e.g. the IPM and BIM, w i t h other bodies such as the ATM 
and BPS being less f r e q u e n t l y mentioned. 
Contacts o f a d i f f e r e n t k i n d are made at academic conferences - here 
the aim seems to be t o keep i n touch w i t h what i s happening and who i s 
working i n the f i e l d . The academic c i r c u i t i n the f i e l d of work o r g a n i -
s a t i o n seems to encompass Europe, indeed most o f the major conferences 
appear t o be held i n c o n t i n e n t a l Europe r a t h e r than i n B r i t a i n . Some 
bodies such as the ICQWL which was r e f e r r e d to by one person as "a loose 
network o f o l d s t a r s " not only looks at the f i e l d of work o r g a n i s a t i o n 
but seeks to f o s t e r i n t e r n a t i o n a l contact between researchers and 
p r a c t i t i o n e r s . S i m i l a r l y there are organisations such as the OD Network 
which f o s t e r s contacts w i t h i n B r i t a i n , the ATM r e l y i n g on a s i m i l a r 
s t y l e of o p e r a t i o n . Of course, research a c t i v i t i e s themselves f o s t e r 
close contacts between i n d i v i d u a l s and there i s some evidence of a small 
group of people who have a number o f contacts through t h e i r research as 
w e l l as t h e i r conference a c t i v i t i e s . Of course, one may r e i n f o r c e the 
other. I t i s at these conferences t h a t i n f o r m a t i o n about ongoing 
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research and a c t i v i t i e s w i l l be exchanged and perhaps the unpublished 
and recent r a t h e r than the o l d and known discussed, so t h a t i t may be a 
very important element i n keeping up i n the f i e l d . The contacts or 
network which e x i s t are f o s t e r e d i n other ways: i n having attended or 
worked i n i n s t i t u t i o n s at the same time, i n working together, on j o i n t 
projects/programmes i n the a c t i v i t i e s or membership of organisations such 
as the IPM or ICQWL, e.g. "people tend t o be busy i n t h i n g s l i k e the 
BPS - Occupational Psychology s e c t i o n . " (academic) 
A number o f respondents commented on how they stayed informed: f o u r 
mentioned reading, three conferences, 3 contacts and two an o r g a n i s a t i o n . 
I t was the academic-based who mentioned reading w h i l s t the j o u r n a l i s t s 
and consultants put greater stress on contacts and conferences. O v e r a l l , 
the impression i s gained t h a t the l i n k e r s were w e l l informed about 
a c t i v i t i e s i n the f i e l d o f work o r g a n i s a t i o n although i n i n d i v i d u a l 
instances t h i s may have been r e s t r i c t e d t o s p e c i f i c areas such as one 
type of i n d u s t r y , type o f approach, etc. and t h i s may also be the case i n 
ITBs and or g a n i s a t i o n s . Knowing who's who i n the f i e l d appears to be 
important and personal contact w i t h leading f i g u r e s h i g h l y valued. This 
r e f l e c t s most c l e a r l y the r o l e of the l i n k e r - the person who seeks t o 
f i n d out and to pass on knowledge and p r a c t i c e s . Personal knowledge 
influenced the approaches made t o l i n k e r s f o r f u r t h e r l i n k i n g a c t i v i t i e s 
to be o f f e r e d . While t h i s f i n d i n g i s not s u r p r i s i n g , i t does suggest 
something s i m i l a r t o an ' i n v i s i b l e c o l l e g e ' e x i s t s where those who have 
been working i n t h e i r f i e l d f o r some time enjoy an enviable p o s i t i o n of 
being sought-after t o w r i t e , speak, teach, etc. and as a r e s u l t remain 
able t o maintain t h e i r p o s i t i o n as w e l l as being b e t t e r informed. 
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I n t h i s respect, one p o i n t , stressed as important by a number o f 
respondents i s the r o l e o f networks i n i n d u s t r y : Networks o f people w i t h 
whom one i s i n touch and through which i n f o r m a t i o n i s exchanged. The 
f i n d i n g s from a survey c a r r i e d out i n France which a respondent c i t e d 
were t h a t "geographic l o c a t i o n appears t o be important f o r copying 
/new forms o f work o r g a n i s a t i o n / as does the adherence o f the c h i e f 
executive t o one or two networks ( i n p a r t i c u l a r the 'Jeunes Patrons' 
movement or the C.F.P.G. enlightened c a t h o l i c philosophy." ( P i o t e t , 
1975, p.3). However, as regard the U.K., an academic, much i n t e r e s t e d 
i n d i f f u s i o n , commented t h a t there i s "a very l i m i t e d i n t e r e s t e d network 
/_in the QWL/ w i t h i n i n d u s t r y . " Informal chats are recognised as more 
important than formal input i n d i f f u s i n g i n f o r m a t i o n t o managers. I t 
seems then t h a t although there may be only a small number o f people 
s p e c i f i c a l l y i n t e r e s t e d i n changes i n work o r g a n i s a t i o n i t i s through 
networks and peer i n f l u e n c e t h a t any impact on l i n k e r s and consumers w i l l 
be made. 
Among the academics and the research o r i e n t e d consultants there 
are also networks through which the i n t e r e s t e d keep up w i t h new ideas and 
developments i n the f i e l d . There are a number of networks. The confer-
ence c i r c u i t s - academic and commercial - mentioned e a r l i e r . The s p e c i f i c 
networks concerned w i t h p a r t i c u l a r areas such as the Group Relations 
Network on the job design f r o n t , the OD Network concerned w i t h o r g a n i s -
a t i o n a l development through which people i n t e r e s t e d i n i t h e area are put 
i n touch w i t h one another; the networks through which the ATM operates, 
the Futures Network, etc. etc. There are also the i n f o r m a l networks 
through which people hear of others i n the f i e l d - i n other words, the 
'grapevine', and networks through which consultants i n the f i e l d are 
approached t o c a r r y out p r o j e c t s : " I n a career you make a network which 
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i s a mutual t e s t i n g out and when you get o l d e r the people i n the network 
get i n t o i n f l u e n t i a l p o s i t i o n s where, i f they respect your work, get i n t o 
a p o s i t i o n when they can use you. M i l i t a t e s against the younger o f course. 
I t ' s a network and i n s t i t u t i o n a l i s a t i o n . " To discover who i s i n the 
network "you have to f i n d out who works w i t h whom" or who has done i n 
the past. A remark which supports the f i n d i n g regarding the group o f 
seven mentioned above. For those academic consultants who do not adver-
t i s e t h e i r s e rvices, t h e i r c l i e n t s " u s u a l l y f i n d out about us through 
networks"; elsewhere c r e d i b i l i t y can be esta b l i s e h d i f "they know o f us 
through the grapevine". Thus academics may be approached although " i t 
may not be someone who a c t u a l l y heard you speak.... but someone who had 
heard from the person who heard you speak ... and then by r e p u t a t i o n 
which i s t r a n s f e r r e d v e r b a l l y . " Of course, these networks r e l a t e t o 
areas which are not r e s t r i c t e d to AWGs alone but w i l l include job design, 
o r g a n i s a t i o n development e t c . I t i s i n respect o f AWGs t h a t the group 
of 7 was i d e n t i f i e d but they may be v a r i o u s l y represented or p a r t i c i p a t e 
i n other networks. 
Networks then e x i s t at two l e v e l s : networks o f managers who might 
discuss ideas such as AWGs, and whom i t appears exercise q u i t e a degree 
of i n f l u e n c e and, networks of academics and research o r i e n t e d consultants 
who keep themselves up to date w i t h who i s doing what, the names of fir m s 
peers are working f o r , etc. as w e l l as conveying r e p u t a t i o n s . Membership 
of various networks and c i r c u i t s w i l l overlap so t h a t some o f the people 
who belong to the OD Network, w i l l also belong to the ATM or BPS or be 
i n contact at a conference w i t h a member o f the Group Relations Network. 
What i s remarkable, however, i s t h a t despite a number of people s t r e s s i n g 
the importance of networks and the grapevine, people working i n the areas 
were not n e c e s s a r i l y known to each other - t h i s was p a r t i c u l a r l y n o t i c e -
able regarding r e l a t i v e newcomers who had been implementing changes i n 
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work o r g a n i s a t i o n : This was the case, f o r example, w i t h a research u n i t 
which had been conducting a range o f research i n t o the o r g a n i s a t i o n o f 
work, i n c l u d i n g AWGs, but which remained unmentioned by the prominent 
f i g u r e s i n the f i e l d . This gives some support t o the I n v i s i b l e College 
idea i n the f i e l d o f AWGs - p a r t i c u l a r l y o f those who had f o r a number 
of years been working i n the f i e l d . I t i s bodies l i k e the ICQWL, t h a t 
'loose network o f o l d s t a r s ' which epitomises t h i s i n v i s i b l e c o l l e g e , 
through which the ' t r i e d and te s t e d ' o l d hands mai n t a i n t h e i r l i n k s , a t 
the same time, i g n o r i n g or excluding o t h e r s , whether they be ITB 
advisers, management consultants or young academics, who are t r y i n g t o 
introduce AWGs. The l a t t e r ' s p o t e n t i a l t o d i f f u s e and become 'a s t a r ' 
i s thereby l i m i t e d . Of course, t h i s argument only holds regarding 
aspirants w i t h i n the f i e l d o f AWGs. Newcomers purveying new ideas or not-
too-recognisable v a r i a t i o n s on o l d themes may be able t o bypass 'the o l d 
hands' and i n so doing hasten t h e i r downfall as the newcomers gain the 
advantage f o r the time being. Of course, the l i n k s between and importance 
of a l l the i n d i v i d u a l s v a r i e s : q u i t e n o t i c e a b l y geographical l o c a t i o n 
plays a p a r t so t h a t f o r instance, people i n the Midlands had strong 
contacts w i t h one another - yet much less contact w i t h those i n the 
South East. Even t i e s between people who had worked i n or w i t h the WRU 
and the Tavistock appeared t o be weakened by geographical distance. Yet, 
at another l e v e l , i n t e r n a t i o n a l conferences seemed to b r i n g together a 
v a r i e t y of people and contact made at these was most f r e q u e n t l y stressed. 
Face-to-face, i n f o r m a l contact was obviously one of the most 
important aspects o f d i f f u s i o n - f o r p o t e n t i a l users as w e l l as the 
l i n k e r s themselves - and although other aspects such as p u b l i c a t i o n s , 
consultants, etc. may play an extensive r o l e , i t i s the r e a l i t y o f 
t a l k i n g to people, r a t h e r than attending t o t h e o r e t i c a l a r t i c l e s or 
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d i s i n t e r e s t e d t h i r d p a r t i e s , which i s c r u c i a l . A f i n d i n g which has 
recurred, not only regards l i n k e r s such as ITBs, but w i t h managers i n the 
brewing i n d u s t r y as w e l l . 
IMPACT OF LINKERS 
I f , as was suggested e a r l i e r , conferences are one o f the main ways 
i n which contacts w i t h peers and colleagues are maintained, seminars 
and courses are the way o f reaching the less informed. Although there 
i s some overlap, conferences imply i n f o r m a t i o n exchange; whereas seminars 
and courses imply some process o f l e a r n i n g by p a r t i c i p a n t s . Two s t r i k i n g 
d i f f e r e n c e s between courses and seminars ought t o be noted: courses are 
longer and attendance i s not n e c e s s a r i l y v o l u n t a r y or as e n t h u s i a s t i c 
as at seminars, i f , f o r instance, they are a p a r t of a l a r g e r programme 
and attendance i s compulsory. 
Seminars and courses also vary i n the numbers at t e n d i n g a f f e c t i n g 
t h e i r impact. Thus the size of audience can vary between 10 and 400 f o r 
a short course on job design and a major conference on i n d u s t r i a l r e l a t i o n s , 
so t h i s aspect should not be f o r g o t t e n . Indeed, on two seminars which the 
IPM organised on job redesign there were a t o t a l o f 20 p a r t i c i p a n t s , 
which puts the t o p i c i n t o perspective v i s - a - v i s i n d u s t r i a l r e l a t i o n s -
at least f o r those i n the personnel p r o f e s s i o n . 
The impact o f seminars and courses w i l l also depend on the organis-
a t i o n running them and the t o p i c s which i t favours. Thus, some organisations 
may go f o r the ' f l a v o u r of the year' or "peddle very, very simple packages 
l i k e ACL, B r i e f i n g Groups" or be known t o be i n t e r e s t e d i n p a r t i c i p a t i o n : 
"having been scared by Bullock" ( f r e e - l a n c e j o u r n a l i s t ) ; or aim t o meet 
popular demand "they have a t a l e n t f o r knowing the i n f o r m a t i o n t h a t people 
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want." ( f r e e - l a n c e consultant) ( I t i s worth n o t i n g t h a t 'packages' as 
such were not mentioned by the organisations themselves, and having 
been approached before l i n k e r s , no i n f o r m a t i o n i s a v a i l a b l e here on 
them). 
There was q u i t e a range of o p i n i o n among the respondents about the 
impact of seminars and courses. 1. they might not reach the r i g h t 
people "Those who go on courses are not yet i n a p o s i t i o n t o make major 
decisions outside t h e i r prescribed r o l e s " , (academic consultant) and, 
" i n engineering, the more c r u c i a l the p o s i t i o n of a manager, the less 
chance of h i s attending a course " (academic c o n s u l t a n t ) . 2. Even i f 
people a t t e n d , they may not be able t o use i t : "one suspects t h a t a gap 
may e x i s t between l e a r n i n g and a c t i o n simply because of the o r g a n i s a t i o n a l 
c o n s t r a i n t s t h a t surround any i n d i v i d u a l wishing to implement change." 
(research u n i t consultant) "People tend t o come back from courses w i t h 
tools they cannot use." (commercial consultant) 3. I t may not be the 
content i t s e l f which i s important: " d i f f u s i o n i s through seminars r a t h e r 
than p u b l i c a t i o n s - there i s q u i t e a l o t of word o f mouth, not v i a 
presentations but t a l k i n g i n f o r m a l l y . " ( j o u r n a l i s t ) 4. I t might be 
the t r i e d and t e s t e d courses, r a t h e r than the i n n o v a t i v e which are used: 
"there i s a tendency f o r people i n organisations t o approve courses which 
t r a i n someone i n t h e i r own image, thus i n c r e a s i n g t h e i r power basis - and 
the person who was t r a i n e d approved and t h i s enhanced h i s own promotion 
prospects." (business school consultant) 5. Courses are not u n l i k e 
holidays - very v i v i d at the time but the d e t a i l s of which are soon 
f o r g o t t e n and only a few aspects being c l e a r l y remembered. 6. Even i f 
i t i s argued t h a t managers on r e t u r n i n g t o the company are more a l e r t and 
responsive t o a r t i c l e s on s o c i a l science, i t remains the case t h a t 
"managers read very l i t t l e . " (free-lance, consultant) 
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I t seems t h a t the impact of seminars and courses i s questionable. 
Any s o c i a l science component may have a great deal less impact, not 
only i f there i s an a n t i p a t h y to i t s terms and jargon but simply due t o 
the amount w h i l e one academic respondent can s t a t e : "anything they (business 
schools) do has a b i g element of s o c i a l science these days .... i t i s 
p a r t of the c u r r i c u l u m of more and more people..." - t h a t *big element' 
may be large r e l a t i v e to previous i n p u t but not to other t o p i c s , "most 
of the people passing through (the business school) would be on short 
courses o f one or two weeks and behavioural sciences would be perhaps 
given on one day out of ten - not very much." (business school consultant) 
So even though one can c o n f i d e n t l y s t a t e t h a t most courses c o n t a i n some-
t h i n g r e l a t i n g t o the behavioural sciences, the i n p u t may be very small 
indeed, as w e l l as s i t t i n g uncomfortably w i t h the techniques and hard 
data of the r e s t o f the course. Perhaps the most t h a t can be said i s : 
"Without management development there i s very l i t t l e chance o f AWGs 
being used. With management development i t i s by no means c e r t a i n but at 
l e a s t the climate might be more responsive." (research u n i t c o n s u l t a n t ) 
SOCIAL SCIENCE 
The perception o f s o c i a l sciences and sociology i s c l o s e l y bound 
up w i t h a t t i t u d e s towards academics. And i f th© general a t t i t u d e t o 
academics i s anywhere near t h a t found i n the brewing i n d u s t r y , then 
the outlook f o r an e n t h u s i a s t i c r e c e p t i o n t o s o c i a l science i s not good. 
Nevertheless, 'high status contacts' i n the academic world were valued 
by people i n i n d u s t r y according t o two respondents: "Going i n t o i n d u s t r y 
as a professor, there i s no doubt exaggerated respect, q u i t e alarming..." 
Although academics may be d i s l i k e d i n general, s p e c i f i c contacts are 
acceptable: "because you see, 'he's d i f f e r e n t ' , 'quite a decent chap'...". 
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The l i n k e r s were asked about managers' response and r e a c t i o n t o the 
s o c i a l sciences. The most frequent r e a c t i o n i t seems i s antagonism: 
there i s the 
" f e a r t h a t s o c i a l science i s creeping s o c i a l i s m . There i s 
r e a l contempt f o r what some s o c i o l o g i s t s say, what they 
w r i t e and t h e i r language, and the f e a r o f i n t e r f e r e n c e o f 
non-caring academics i n the processes o f i n d u s t r i a l r e l a t i o n s 
and the management o f the o r g a n i s a t i o n . " ( j o u r n a l i s t ) 
"People are very much against sociology or any other - ogy. There's a 
d i f f e r e n c e between academic and business - the more u n q u a n t i f i a b l e , the 
less acceptable; people d i s t r u s t academics more than management consultants' 
( f r e e - l a n c e c onsultant) "Managers 'switch o f f on courses i f s o c i a l 
science i s mentioned." Much o f the antagonism i s a r e a c t i o n t o the 
o v e r s e l l i n g of s o c i a l and behavioural science i n the past: "The s o c i a l 
sciences were going t o solve a l l problems - i n p r a c t i c e , i t d i d n ' t happen 
and the outcome was disappointment and d i s t r u s t . " (research u n i t consul-
t a n t ) There i s " d i s i l l u s i o n m e n t because the recipes of some of the s o c i a l 
science salesman have not paid o f f . . . " ( j o u r n a l i s t ) But i t seems there i s 
a l e v e l of awareness about behavioural sciences "Most see t h a t they have 
a l o t to o f f e r us, but need to be seen as p a r t o f something we can use, 
not a cure a l l . " ( f r e e - l a n c e consultant) That the presence o f s o c i a l 
science i s disguised by l i n k e r s : ITBs, o r g a n i s a t i o n s , consultants i s not, 
t h e r e f o r e , s u r p r i s i n g . 
Of course, the process of t r a n s l a t i o n has i t s costs and also a f f e c t s 
the perception of academics (see above): 
"The concepts used i n s o c i a l science research are bowdlerized 
and popularised, and lose a l o t o f the complexity or the 
p r e c i s i o n w i t h which s o c i a l s c i e n t i s t s used them. This tends 
to be f o r g o t t e n when people read about what s o c i a l s c i e n t i s t s 
are saying about people at work. So t h e i r view of the s o c i a l 
sciences i s not very good because they see experience as being 
much more complex than these s i m p l i f i e d versions put out i n 
t r a n s l a t i o n s . " (government body) 
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Only two respondents f e l t t h a t managers were i n t e r e s t e d i n the behavioural 
sciences e.g. "managers want to know what makes people t i c k and want to 
know how t o make them t i c k as managers wanted.". (Academic c o n s u l t a n t ) . 
Once more, there i s a synonymous use o f the phrases s o c i a l science 
and behavioural science. I t i s a p r a c t i c e which compounds the problems 
of l o oking at d i f f u s i o n . Some respondents might c a r e f u l l y make mental 
d i s t i n c t i o n s between the two and f o r the i n t e r v i e w e r t o assume otherwise 
would produce misleading i n f o r m a t i o n . Other respondents may not d i f f e r e n -
t i a t e between the two phrases, thus g i v i n g a less clear/sharp view o f the 
d i f f u s i o n process. S i m i l a r l y , the antagonism evoked by one phrase might 
be c a r r i e d over when another, not normally unpalatable, phrase was used. 
These problems emerged p a r t i c u l a r l y i n the brewing i n t e r v i e w s . 
To many respondents, the impact o f the s o c i a l and behavioural sciences 
has been minimal or merely s u p e r f i c i a l . A consultant commented: 
" I t s not going beyond the l e v e l o f being able t o quote Maslow, 
Herzberg, et c . I t has made some impression on how they t a l k 
but not on how they a c t u a l l y do t h i n g s , and i f you go deeper 
than the p o p u l i s t s I would guess not a great deal o f impression 
has been made outside the b i g companies who have the resources, 
and even there I t h i n k t h e re i s q u i t e a gap between the back room 
people who t a l k about i t and the people at the top. There i s 
a b i g gap between top l e v e l personnel people and the l i n e 
production management who are very much the o l d school type." 
(management consultant) 
" I t h i n k t h a t they - they being s o r t o f i n d u s t r y at l a r g e , w i l l accept 
the basic m o t i v a t i o n patterns and theory, but j u s t as a b a c k c l o t h , and 
then they ignore t h a t and go on t o . . . " ; "some have a l l the words". 
(research u n i t consultant) 
A not very coherent p i c t u r e emerges from these various comments . 
C e r t a i n l y , there i s some i n t e r e s t i n s o c i a l science but i t i s very l i m i t e d . 
The antagonisms and fears regarding the human sciences are compounded by 
(or perhaps j u s t blamed on) the jargon. There i s no a p r i o r i reason why 
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t e c h n i c a l jargon or the language o f economics i s more acceptable than 
the terminology o f , say, i n d u s t r i a l sociology. As Havemann remarked: 
" f o r some reason, j o u r n a l i s m condemns as jargon a vocabulary o f the 
behavioural sciences which i s s u r e l y not very much more s p e c i a l i z e d and 
complex, i f at a l l , than other vocabularies which j o u r n a l i s m has enthu-
s i a s t i c a l l y adopted and helped t o p o p u l a r i z e . " (Havemann, 1966, p.13). 
The d i s t r u s t of academics i n general; the o v e r s e l l i n g o f the s o c i a l 
sciences i n the 50s and 60s means t h a t the presence o f s o c i a l science 
needs t o be disguised. S i m i l a r l y , the t r a n s l a t i o n i n t o simple terms o f 
complex concepts means f u r t h e r d i s i l l u s i o n m e n t w i t h i t . And even where 
some i n t e r e s t e x i s t s , i t i s apparently f a i r l y marginal t o the a c t i v i t i e s 
o f o r g a n i s a t i o n s . There are, however, e x t e r n a l f a c t o r s which may i n f l u e n c e 
the use or i n t e r e s t i n the s o c i a l sciences. For instance: (academic 
consultant) "the i n d u s t r i a l r e l a t i o n s c l imate i s most important regarding 
the use of s o c i a l science". The importance o f l e g i s l a t i o n was mentioned 
twice: 
" i t depends on government l e g i s l a t i o n very much - even though 
i t d i d n ' t come o f f , p a r t i c i p a t i o n or the t h r e a t o f p a r t i c i -
p a t i o n l e g i s l a t i o n had an enormous impact - even around here! 
Yes, i t d i d , so I t h i n k e x t e r n a l forces are very important as 
t o what i s picked up."(in-house c o n s u l t a n t ) 
S i m i l a r l y , " I t h i n k the EEC has had more impact than we r e a l i s e " . On the other 
hand, other companies may i n f l u e n c e : I m i t a t i o n o f other companies occurs 
" I f the company seems t o be doing extremely w e l l on a p r o f i t 
basis or on a growth b a s i s , then i t s r i v a l s w i l l s t a r t l o o k i n g 
at what i t ' s doing..." 
" i f the company i s a glamour company people w i l l seek to copy 
i t s techniques whether v a l i d or not. I f i t ' s a company w i t h a 
bad image, then nobody w i l l copy i t even i f i t ' s a b r i l l i a n t 
p r a c t i c e . " ( j o u r n a l i s t ) 
Even the a t t i t u d e of the p u b l i c t o managers and business and t h e i r 
responding defensiveness may be important i n adopting s o c i a l l y acceptable 
p r o j ects. 
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BRITISH INDUSTRY AND MANAGEMENT 
The l i n k e r s comments about B r i t i s h i n d u s t r y and i t s management show 
the l i n k e r s views o f t h e i r audience. S i m i l a r l y the l i n k e r s ' comments on 
the l e v e l o f i n t e r e s t i n , and impact o f , s o c i a l and behavioural science 
i n the U.K. demonstrate the l i n k e r s ' i n t e r p r e t a t i o n o f the demands o f 
t h e i r audiences t o which the l i n k e r s attempt t o respond. That B r i t i s h 
management and i n d u s t r y are conservative and slow t o change was repeatedly 
mentioned, and compared t o European and American management i t i s poor. 
B r i t i s h management i s ' a n t i - i n t e l l e c t u a l ' ; 'phlegmatic'; 'under t h r e a t ' 
and 'defensive'. " I t h i n k middle managers i n t h i s country are h i g h l y 
insecure - poor q u a l i t y and some o f them know i t , and they're underpaid 
f o r what they don't do - a l o t of companies i n t h i s country are over-
manned." (fre e - l a n c e c o n s u l t a n t ) As King Taylor pointed out i n an a r t i c l e 
i n IBM Management Topics "Not f o r the B r i t i s h any h e r o i c businessmen who 
have shaped the country's d e s t i n y as i n American F o l k l o r e I t i s 
u n l i k e l y t h a t the p i c t u r e o f a successful U.K. executive w i l l ever grace 
the f r o n t o f a T - s h i r t . " (1979, p.20). 
The persistence o f a b e l i e f i n the concept of a general manager was 
pointed out: "Companies tend t o move managers around before they become 
s p e c i a l i s t s . And i f managers aren't moved i n the company, they're not 
going anywhere." (academic) And the n o t i o n o f managerial omnipotence was 
mentioned: " i t seems t o be a very B r i t i s h s t y l e t h a t managers b e l i e v e 
they are expected t o know a l l the answers." (academic c o n s u l t a n t ) . 
S i m i l a r l y , i t was pointed out i n r e l a t i o n to AWGs t h a t "management are 
concerned w i t h c o n t r o l - they are very aware o f i t and don't want t o lose 
i t . Delegation i s seen as g i v i n g someone something t o do, no more." 
(academic consultant) 
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As regards t r a i n i n g , then i t seems t h a t "the idea o f managers being 
t r a i n e d i s s t i l l f a i r l y new and there's scepticism o f the b e n e f i t s o f 
t r a i n i n g . " (free-lance j o u r n a l i s t ) 
"there i s not the passion f o r developing new s k i l l s , new 
technology - at any l e v e l , even among managers - say at 
the shop f l o o r l e v e l i n ga i n i n g new s k i l l s , t h a t i s very 
q u i c k l y damped down and e l i m i n a t e d - the o p p o r t u n i t i e s are 
j u s t not given..." (academic consultant) 
Thus the lack of impact o f ITBs on l i n k e r s i s not s u r p r i s i n g , given t h a t 
l i n k e r s are l i k e l y to r e f l e c t the a t t i t u d e s o f t h e i r audience. 
The p i c t u r e o f B r i t i s h management which emerges i s not a l t o g e t h e r 
f l a t t e r i n g : conservative, defensive and a n t i - i n t e l l e c t u a l w i t h the 
b e l i e f i m p l i c i t t h a t managers are born, not made, and t h a t t h e i r job i s 
t o manage. Amazingly there were no p o s i t i v e comments made about B r i t i s h 
managers though one or two commented sy m p a t h e t i c a l l y on the dilemmas and 
problems which managers f a c e . ^ ^ 
A number o f comments on one aspect o f managers' a c t i v i t i e s - reading -
were made. Quite a number o f respondents pointed out t h a t managers don't 
read 'much, mainly because they don't have the time. The r e s u l t s o f which 
were o u t l i n e d by one academic consul t a n t : 
"they have such shallow knowledge - they can acquire t h a t 
i n a quarter o f an hour a day - i t wouldn't take you long t o 
skim a magazine and get the idea t h a t work groups are the 
t h i n g and I t h i n k t h a t ' s t h e i r problem, I t h i n k t h a t ' s where 
the knowledge s t a r t s and f i n i s h e s and they never t h i n k i n 
d e t a i l e d o r g a n i s a t i o n a l terms about the mechanics o f how one 
would do these things and some of the p o t e n t i a l problems." 
(in-house consultant) 
Which helps e x p l a i n why a j o u r n a l i s t could assert t h a t managers "pay l i p 
service to fashions, to buzz words, but I don't t h i n k they r e a l l y have any 
impact on the way managers conduct t h e i r business." One academic consul-
t a n t reported t h a t he had found when a document had been c i r c u l a t e d among 
a number o f managers t h a t "they only had a hazy idea what was sa i d i n the 
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document, y e t they were prepared t o discuss i t at great l e n g t h - i n f o r m a l l y 
or i n a meeting." That managers do spend a great deal o f t h e i r time w i t h 
other people was reported by Stewart " i n f o r m a l discussions took n e a r l y 
h a l f the managers' time" (1967, p.44) and Carlson found ( c i t e d by Stewart, 
1967, p.13) f o r instance, t h a t "managing d i r e c t o r s were r a r e l y alone. 
Even when they were, i t was u s u a l l y f o r periods t h a t were too short f o r 
sustained t h i n k i n g . " And she also found t h a t on average managers spent 
2% o f t h e i r time "on reading e x t e r n a l m a t e r i a l f o r work purposes." 
(1967, p.38) ( I n a work week o f 43-44 hours t h i s means less than h a l f an 
hour per week.) But the suggestion i s t h a t ideas such as work groups w i l l 
r eceive much greater a t t e n t i o n i f they are t a l k e d about w i t h i n a company 
than i f presented i n w r i t t e n form by outside sources. This f i n d i n g i s 
given support from research c a r r i e d out i n France which one respondent 
c i t e d : "Peer i n f l u e n c e i s seen as being more i m p a c t f u l than preaching 
or promotion on the same area w i t h the same content from 'experts' or 
' j u s t o u t s i d e r s ' . " ( P i o t e t , 1975, p . l ) 
One other aspect of management behaviour which i s worth r e p o r t i n g i s 
the ambiguity i n management perceptions o f the workforce which three 
respondents commented upon. "For example, people put i n some s o r t of 
scheme to increase worker r e s p o n s i b i l i t y and leave time-clocks i n at the 
same time! Quite contradictory.'", ( j o u r n a l i s t ) There i s a "basic 
ambiguity i n management perceptions - there i s i n t e r e s t i n m o t i v a t i o n 
t h e o r i e s , e.g. how to make men work harder and yet at the same time a 
b e l i e f i n the view t h a t men work f o r money and t h a t they need d i s c i p l i n e . " 
(Research u n i t ) This p o i n t might e x p l a i n why managers know about AWGs and 
yet so few implementations occur. 
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How do managers become informed about s o c i a l science? Courses and 
seminars have a questionable impact and given the apparent antagonism of 
B r i t i s h managers t o s o c i a l science, no great claims can be made f o r a 
strong impact. While e x t e r n a l f a c t o r s such as l e g i s l a t i o n may a f f e c t 
the r e c e p t i o n of ideas, the general p i c t u r e of B r i t i s h management as 
being conservative; a n t i - i n t e l l e c t u a l and pragmatic would counter such 
f a c t o r s . That managers read so l i t t l e , p r e f e r r i n g t o discuss t h i n g s 
suggests t h a t many of the l i n k e r ' s a c t i v i t i e s go v i r t u a l l y unnoticed. 
And the suspicion arises t h a t the 'in f o r m a t i o n explosion' i n p u b l i c a t i o n s 
and i n f o r m a t i o n services t o managers serves few but the l i n k e r s ' and 
t h e i r f i n a n c i a l w e l l being. I f there i s a preference f o r discussing ideas 
then i t may be t h a t courses, seminars, conferences etc. - anywhere where 
there i s an o p p o r t u n i t y t o t a l k , t o exchange i n f o r m a t i o n w i t h peers - are 
important although not ne c e s s a r i l y f o r the formal programme. 
WITHIN THE COMPANY 
The respondents were asked i f there were c r u c i a l people i n the 
org a n i s a t i o n f o r the take-up and use of ideas. The m a j o r i t y i d e n t i f i e d 
the top l e v e l executives and managers as being c r u c i a l but there was no 
d i s t i n c t i o n made between having an idea, and pursuing i t . However, an 
academic pointed out: 
"there are two sides t o i t : someone at the top has an idea, 
or someone d i r e c t s an idea t o the man at the top. So the 
top man argument i s a l i t t l e b i t deceptive, people play 
w i t h h i s name i n order to get l i s t e n e d t o , t o add weight ... 
I t ' s a power s t r a t e g y t o quote names." 
But there i s a two-way i n f l u e n c e as w e l l : " I f the top guy i s p u t t i n g forward 
an idea then promotion minded people w i l l seize on the idea t h a t he i s 
p u t t i n g forward." ( j o u r n a l i s t ) And the importance of the top man 
can be exaggerated: "needs i d e n t i f i e d by the chairman and board o f 
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d i r e c t o r s may be seen by middle management as something very much against 
t h e i r i n t e r e s t s and there may w e l l be... passive r e s i s t a n c e . " (management 
consultant) Nevertheless, i f the idea d i d not o r i g i n a t e w i t h those at 
the top, f o r i t t o succeed, i t must have t h e i r commitment: " r e a l l y you 
need the top people to at l e a s t support i t , even i f they don't a c t u a l l y 
know what i t s about." (in-house consultant) But other comments regarding 
the o r i g i n of ideas were made. 
With i n the company, ideas are suggested to be taken up e i t h e r because 
"someone wants to make t h e i r name i n the company and wants t o increase 
t h e i r chances of promotion" or "someone w i l l see something i n a book and 
w i l l say to Joe Bloggs 'you've been complaining about t h a t f o r months' -
what about t h i s ? " The place i n the departmental h i e r a r c h y o f power may 
a f f e c t the take-up o f ideas and p r a c t i c e s : 
"very seldom i s the personnel f u n c t i o n high i n the power 
h i e r a r c h y - i t o c c a s i o n a l l y i s , but normally i t needs 
permission from someone l i k e the Chief Executive t o go 
ahead w i t h the i n t r o d u c t i o n of a new theory, whereas pro-
duction i s i n a stronger p o s i t i o n and i s more l i k e l y t o merely 
merely inform the Chief Executive o f what i t i s doing." 
(academic consultant) 
Those i n the personnel f u n c t i o n do not have a monopoly of behavioural 
science knowledge, although "they are the most l i k e l y t o have some know-
ledge of the behavioural sciences." (academic consultant) Indeed, according 
to a j o u r n a l i s t "personnel managers are not i n t e r e s t e d i n job enrichment 
at a l l - they w i l l always t r o t out the s t o r y of Volvo and how i t f a i l e d -
and t r o t i t out w i t h glee." (f r e e - l a n c e j o u r n a l i s t ) Most management 
courses now have some behavioural science component. Also "what might 
i n f l u e n c e people's ideas about what the job ought t o be l i k e w i l l not be 
based so much on i n f o r m a t i o n they go t o personnel f o r but more unconsciously 
what they have got out o f what they have read on the view o f people at 
work." (Research U n i t ) I n any case, personnel may not be the f u n c t i o n 
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t h a t i s approached: 
"when something i s seen as a p r o d u c t i v i t y problem you don't 
go t o the personnel side f o r a cure. P r o d u c t i v i t y i s the 
province o f l i n e managers, o f i n d u s t r i a l engineering. You 
c a l l i n personnel when you want t o r e s t r u c t u r e payment 
systems, and c a l l i n i n d u s t r i a l engineers when you want to 
design improved work." (educational c o n s u l t a n t ) 
However, one respondent d i d r e p o r t "the p r o d u c t i o n engineer comes because 
he has been t o l d to by the personnel d i r e c t o r . " (Tavistock) Quite a few 
people noted the import o f reaching engineers " i t 1 s n o t teaching engineers 
a b i t about how people t i c k , i t s g e t t i n g them t o look at the systems they 
design and the r o l e s i n those systems." (research consultant) " I do 
t h i n k t h a t the engineering professions are one o f the places we ought to 
be d i f f u s i n g t o . I f they see the operator as p a r t o f the system then you 
have to do nothing e l s e . " (in-house c o n s u l t a n t ) On the same l i n e s , one 
respondent mentioned t h a t "Tom Lupton would say t h a t the best way o f 
disseminating ideas i s t o work through engineers." (research u n i t ) The 
WRU also, as one of i t s aims, seeks t o " i n f l u e n c e the t r a i n i n g of engineers 
and managers..." But i n f o r m a t i o n i s not o f t e n aimed at engineers: 
" I t h i n k job design has never r e a l l y been taken up by 
i n d u s t r i a l engineers to any great extent i n the U.K. 
I t s an area dominated by s o c i a l s c i e n t i s t s g e n e r a l l y . 
And the o r g a n i s a t i o n s at the i n t e r f a c e i . e . between 
i n d u s t r y and knowledge, tend t o be personnel i n o r i e n -
t a t i o n not i n d u s t r i a l engineering." (research consultant) 
However, g e n e r a l l y , i t was w i t h the personnel f u n c t i o n t h a t the m a j o r i t y 
associated the ideas o f changes i n work o r g a n i s a t i o n . 
Ov e r a l l then, a c o n t r a d i c t i o n emerges which might help e x p l a i n why 
behavioural and s o c i a l sciences are not more a c t i v e l y used. The commitment 
of people at the top i s necessary, but the people most l i k e l y t o have 
greatest i n f o r m a t i o n or knowledge o f the human sciences - those i n the 
personnel f u n c t i o n - are not at the top o f the h i e r a r c h y . That i t i s 
engineers and production managers r a t h e r than those i n the personnel and 
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t r a i n i n g f u n c t i o n s who should be informed on work o r g a n i s a t i o n and job 
design p o i n t s t o another c o n t r a d i c t i o n : i t i s u s u a l l y , as i n the case 
of the WRU, the personnel managers i n the o r g a n i s a t i o n t o whom such 
i n f o r m a t i o n i s d i r e c t e d (or who request such i n f o r m a t i o n ) . 
The r e l a t i o n s h i p between headquarters and r e g i o n a l companies can be 
important. The need f o r strong l o c a l commitment was emphasised, and the 
issue of l o c a l autonomy may be c r u c i a l - the p r o j e c t s "where there are 
d i f f i c u l t i e s i s where there are m u l t i - n a t i o n a l s where the change i s 
beginning t o impinge on company p o l i c y and they get f r i g h t e n e d . . . so you 
need a l o t o f l o c a l autonomy to do i t . " (academic research u n i t ) As one 
researcher p o i n t e d out, the degree o f autonomy enjoyed by a l o c a l o f f i c e 
depends a l o t on the type of managers " I n one company there was an o l d 
fashioned manager who had no time f o r g u i d e l i n e s from head o f f i c e - he was 
going to do i t h i s way." (Research u n i t ) But the degree of f l e x i b i l i t y 
may also depend on the size and s t r u c t u r e of the company. I t may be t h a t 
companies w i l l , as one j o u r n a l i s t suggests, countenance " i n d u s t r i a l 
democracy at p l a n t l e v e l but not as a corporate venture because they are 
now saying more and more to lower management 'go and do what you want as 
long as the f i g u r e s are good"' and by the same token "when the o p e r a t i n g 
company managers get promoted or move and someone else comes i n who has 
not the same commitment, the managing d i r e c t o r i s not going t o i n t e r f e r e . " 
( j o u r n a l i s t ) 
The i n f r e q u e n t mention of research departments, i n t e r n a l c o n s u l t a n t s , 
'back room boys' was notable. This may be p a r t l y explained through many 
of the respondents doing some consultancy work. I n or g a n i s a t i o n s w i t h 
t h e i r own i n t e r n a l consultants or s p e c i a l i s t s there i s seldom need t o c a l l 
on o u t s i d e r s . I t may be i n d i v i d u a l s who maintain a low p r o f i l e who introduce 
changes: 
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"The people who put things i n tend t o be very t r a d i t i o n a l -
they're not young whiz k i d s , they j u s t recognise the 
problems o f things as they are. People who regard such 
changes as n a t u r a l and e v o l u t i o n a r y not r e v o l u t i o n a r y . I 
t h i n k there are a l o t o f myths, a l o t of stereotypes which 
j u s t don't f i t w i t h r e a l i t y . " (academic research u n i t ) 
And there are problems w i t h p u t t i n g young dynamic men i n charge o f 
p r o j e c t s : "there i s no r e a l insurance against the go-ahead bloke being 
promoted and the p r o j e c t l a p s i n g . " (academic consultant) 
"You f i n d t h a t the f a c t o r y chooses i t s most promising 
people t o s t a r t an experiment... But those are the prime 
candidates f o r promotion. Before long you've taken out 
the h i g h l y motivated people and l e f t the less h i g h l y m o t i -
vated people. But then get those less h i g h l y motivated 
people t o s e l e c t replacements and they s e l e c t people who 
are l i k e themselves - n a t u r a l l y - the less motivated i n 
e f f e c t , so a successful ID experiment has got the seeds o f 
i t s own d e s t r u c t i o n w i t h i n i t . " , (academic consultant) 
I t was apparent t h a t i t was the large companies who were most l i k e l y 
to experiment. F i r s t l y "being able t o a f f o r d i t i s a f a c t o r " , (research 
consultant) Secondly, "having the manpower t o spare - t h i s helps" 
(academic); "The l a r g e r f i r m s tend t o have t h e i r own resources" (research 
consultant) and "as you go down the Times 1000 l i s t , the less w e l l 
q u a l i f i e d and the less understanding there i s o f s o c i a l sciences.". 
(academic) As regards the type of i n d u s t r y only a few comments were made: 
" i t tends t o be the l a r g e r companies of the not engineering v a r i e t y -
process i n d u s t r i e s , brewing, food, banking, insurance" (management con s u l t a n t ) 
" I t appears t h a t i t i s those i n d u s t r i e s which operate i n an 
environment of product i n n o v a t i o n and higher l e v e l s o f tech-
n o l o g i c a l s o p h i s t i c a t i o n t h a t tend t o take on board the 
s o p h i s t i c a t e d personnel techniques which have t h e i r o r i g i n s i n 
i n d u s t r i a l sociology or occupational psychology." ( i n f o r m a t i o n 
o r g a n i s a t i o n ) 
Complementary to the f i n d i n g s , i n f a c t , o f Burns and S t a l k e r as one 
respondent pointed out. Opinions, then, which were s i m i l a r t o those 
expressed by people i n ITBs and o r g a n i s a t i o n s . 
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THE IDEA ITSELF? 
One question which i s c e n t r a l t o d i f f u s i o n i s whether i t i s the 
idea i t s e l f or who and where i t i s promoted t h a t i s c r u c i a l . From the 
respondents r e p l i e s i t seems t h a t a 'good idea' i s not enough: "there 
are people who are c a r r y i n g a t o r c h and have been f o r many years and 
many of them die s t i l l c a r r y i n g t h a t t o r c h . " (management c o n s u l t a n t ) 
"Ideas are around which have been pushed and pushed but have 
never taken o f f , e.g. Jaques 'payment system' - he's been 
peddling i t f o r 25 years and during t h a t time I do not 
t h i n k he has made more than a few p r a c t i c a l converts. He 
even wrote a l e t t e r t o the Times r e c e n t l y saying he had 
t h i s system so why d i d n ' t anyone l i s t e n t o him." (academic) 
However, i t was some a t t r i b u t e o f the idea t h a t most l i n k e r s f e l t 
accounted f o r i t s success. That the idea was 'understandable', and 
'made sense' was mentioned f o u r times, t h a t i t ' f i t t e d i n w i t h other 
ideas' and 'current preoccupations' was mentioned on s i x occasions; 
t h a t the idea was 'applicable' and ' o f f e r e d a s o l u t i o n ' was most f r e q u e n t l y 
mentioned, 10 times; w h i l e s i x mentions were made o f management fads and 
fashions, and o f what a j o u r n a l i s t c a l l e d a 'sexy s u b j e c t ' . 
A t t r i b u t e s o f an idea 
A p p l i c a b l e / o f f e r e d a s o l u t i o n 10 
F i t t e d i n w i t h other ideas/current preoccupations 6 
Management fads and fashions 6 
Understandable/made sense 4 
26 
For the idea t o have a 'face v a l i d i t y ' and a " r e a d i l y understandable 
catch phrase" i t i s l i k e l y to " f i t i n w i t h other ideas around at the time." 
What i s ' i n t e l l e c t u a l l y a t t r a c t i v e ' i s " l i k e l y t o f i t the cur r e n t preoccu-
pa t i o n s " . While the j o u r n a l i s t i f he "comes across a ' r e a l l y good idea' 
w i l l w r i t e i t up", the management o r g a n i s a t i o n w i l l look f o r seminar or 
conference t o p i c s on an 'inescapable issue o f the day'. The manager might 
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f i n d i n i t "an acceptable way t o achieve h i s aims" w h i l e the management 
consultant i s convinced the idea has a f u t u r e because the issues w i t h 
which i t deals w i l l remain important. Thus, at various stages i n the 
l i n k i n g and d i f f u s i o n process, people w i l l take up the idea - f o r 
d i f f e r e n t reasons, but a l l of which w i l l culminate i n the eventual 
p o p u l a r i t y of one idea. 
To a large extent the u n d e r l y i n g theory i n many o f these explanations 
i s the n o t i o n o f a Z e i t g e i s t , so t h a t the p o p u l a r i t y o f any idea owes 
much to the corresponding p o l i t i c a l , s o c i a l and economic climate o f 
o p i n i o n . Thus explanations of the AWG idea take recourse t o concerns w i t h 
worker p a r t i c i p a t i o n and the Bullock Committee, i n d u s t r i a l democracy ideas, 
a shortage of labour, Scandinavian i n f l u e n c e , job enrichment, concern 
w i t h demarcation l i n e s , small i s b e a u t i f u l , m o t i v a t i o n at work, workers 
wanting a bigger say, etc. etc. But i t i s s t i l l impossible t o p r e d i c t 
what ideas w i l l be picked up and what coincides, and what does not, w i t h 
t h a t Z e i t g e i s t . For instance, one j o u r n a l i s t p o i n t e d out " I can t h i n k o f 
ideas such as F l e x i t i m e which d i d n ' t take o f f , i t was a p e r f e c t l y harmless 
idea." 
In order t o understand why an idea i s taken up, the a c t i v i t i e s o f 
the c a r r i e r s o f such ideas must be looked a t . The respondents gave a 
number of comments on t h i s . Thus, i n i t i a l l y " s o c i a l s c i e n t i s t s promote 
t h e i r own thoughts" (management consultant) or " c e r t a i n ideas catch the 
academic p u b l i c and e v e n t u a l l y a l o t w i l l be produced", (magazine) 
From there you have "magazine e d i t o r s t r y i n g to f i n d copy", ( j o u r n a l i s t ) 
t h e i r r o l e being apparently c r u c i a l because "The idea i s dormant u n t i l 
somebody or some i n s t i t u t i o n picks i t up." ( j o u r n a l i s t ) Then the idea may 
receive even wider coverage as " J o u r n a l i s t s are a b i t l i k e Pavlovs dogs -
we w i l l go back to i t i f i t catches a t t e n t i o n . " ( j o u r n a l i s t ) Consultants 
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and management organisations respond to the demand f o r i n f o r m a t i o n and 
implementation, and managers " f i n d ideas a t t r a c t i v e because they promise 
greater output or p r o f i t a b i l i t y " , (management co n s u l t a n t ) or i t helps 
meet the problems caused by a labour shortage. Thus each group o f people, 
i n seeking t o meet i t s goals, or maintain i t s existence, c o n t r i b u t e s t o 
the p o p u l a r i t y o f one idea. 
This may be the case w i t h a popular idea, but what happened w i t h 
unpopular ideas - what went wrong, are there c r u c i a l aspects missing? 
Is an idea popular because i t i s e a s i l y s i m p l i f i e d and e a s i l y a p p l i e d ; 
d i d the idea have a small group o f very good salesmen or one i n f l u e n t i a l 
o r g a n i s a t i o n or company promoting i t s use, a c e r t a i n l e v e l of a r t i c l e s 
reached, a successful e x p l o i t a t i o n of the media, the p r a c t i c a l evidence 
gives support, i t coincides w i t h problems of o r g a n i s a t i o n s , e t c . etc? 
A l l questions which must remain unanswered. O v e r a l l , one or more 
of the respondents ascribed importance t o newspapers and magazines, t . v . , 
conferences, management o r g a n i s a t i o n s , academics, l e g i s l a t i o n , other 
companies, and w h i l e media coverage was most f r e q u e n t l y ( r e l a t i v e l y ) 
mentioned, i t seems i t would be impossible t o promote an idea through 
only one medium. Is i t the idea, the place, the person? " I have t o say 
i t s a l l o f them - i t s a complex combination o f v a r i a b l e s t h a t r e l a t e t o 
such things as recent past experience, the immediate plans f o r the 
f u t u r e . . . . " (academic consultant.) 
LEVEL OF INTEREST IN AWGs 
I t seems t h a t at the moment at l e a s t , i t i s r a t h e r lukewarm. That a 
"marvellous p u b l i c i t y j o b " had been done on i t . was claimed, yet various 
respondents said there was "very l i t t l e i n t e r e s t " i n i t ; "not much demand 
f o r t h a t s o r t of t h i n g " ; "not many queries"; "not much i n t e r e s t " ; "going 
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out o f fashio n " . Others asserted a "c o n t i n u i n g i n t e r e s t " ; q u i t e a 
l o t o f i n t e r e s t ; " i t won't peter out"; "must have a f u t u r e " . Most o f 
the comments, however, seemed to be impressions r a t h e r than f a c t s so 
t h a t only the occasional person a c t u a l l y r e f e r r e d t o work being c a r r i e d 
out. Thus, there are, according t o a j o u r n a l i s t , "4 or 5 outstanding 
examples i n the U.K.". One researcher commented: "The one t h i n g I f i n d 
t o t a l l y impossible i s t o reach any r e a l i s t i c a l l y formed judgement o f 
how much i s going on i n the work group research area because i t s so 
diverse - i t ' s done from so many perspectives, by so many groups o f people 
and no one person knows." Reasons f o r the lack o f implementations were 
o f f e r e d : 
" I f you mentioned Volvo, people know about t h a t because they 
have seen i n on T.V. documentaries and might have read some 
a r t i c l e on i t but they have not been able t o t r a n s l a t e i t 
i n t o terms o f t h e i r own o r g a n i s a t i o n . For t a l k i n g about, 
yes, but not as a basis f o r change. I t may be something t o 
do w i t h the way the i n f o r m a t i o n i s presented, i t may be the 
jargon has got i n the way; i t may be t h a t Volvo e t c . have 
been presented as i n t e r e s t i n g c u r i o s i t i e s r a t h e r than as 
p r a c t i c a l changes..." (management con s u l t a n t ) 
This p o i n t was taken up by another respondent: "people who put forward 
ideas do not do much about t r a n s l a t i n g them f o r o p e r a t i o n a l use. I t ' s 
q u i t e easy t o have an idea, i t only takes 5 minutes but t o make i t 
o p e r a t i o n a l . . . . may take 10 years o f hard s l o g . " (research c o n s u l t a n t ) 
But the o v e r a l l impression i s t h a t there are r e l a t i v e l y few attempts 
at using AWGs. This i s s u r p r i s i n g given t h a t a t a p o l i t i c a l l e v e l , the 
idea has received some backing. 
"You've got the Work Research U n i t - every Western s o c i e t y has 
some i n s t i t u t i o n to which the government gives money -
governments normally give money to things i t approves o f ! 
You've got the European t h i n g s , you've got the ICQWL which i s 
based around Cherns and t h a t l o t and so f o r t h ; you've got the 
IL0 which deals s p e c i f i c a l l y w i t h work r e o r g a n i s a t i o n and 
you've got the Scandinavian I n s t i t u t e s ; the Work i n America 
Report the Q u a l i t y o f Working L i f e r e p o r t - i t s t a r t e d a t 
t h a t l e v e l . " - "the aim being, t o reverse some of the processes of 
i n d u s t r i a l i s a t i o n which i t seems are bad f o r people, w h i l s t 
m a i n t a i n i n g economic success..." (research u n i t c onsultant) 
- 280 -
Yet p a r a l l e l w i t h t h i s governmental i n t e r e s t , i t seems t h a t the trade 
unions are not i n t e r e s t e d i n work groups or s i m i l a r ideas "The T.U.s are 
so d i s i n t e r e s t e d - even the AUEW and T § G - they're i n t e r e s t e d i n power 
w i t h i n the company and they don't r e a l l y see job enrichment as having 
any p a r t o f i t . " (free-lance c onsultant) "The unions are not i n t e r e s t e d 
here i n work groups. Craft problem here - demarcation d i s p u t e s , over-
lapping r e s p o n s i b i l i t i e s , job r o t a t i o n , so not w i t h craftsmen and t h e i r 
long t r a i n i n g , plus the t e r r i t o r i a l animosity between managers and workers, 
( j o u r n a l i s t ) So, according t o an academic consultant whose "impression, 
I wouldn't be able t o give you data or evidence - i s t h a t work groups are 
going out o f fashion and t h a t the r e a c t i o n s from the unions w i l l p r e c i p i t a t 
t h a t , w e l l i f not p r e c i p i t a t e i t , c e r t a i n l y encourage i t . " (academic 
consultant) 
Some aver t h a t fashions have changed so t h a t o r g a n i s a t i o ns are now 
much more concerned w i t h the i n t r o d u c t i o n of o f f i c e technology 
"They are much more concerned w i t h what work processing systems 
to go f o r , new communication devices... The technology i s having 
a profound impact and I t h i n k there i s t o t a l bewilderment and 
confusion around about how t o organise i t and what the issues 
are." (academic consultant) 
Others f e e l t h a t AWGs are p a r t o f "a general movement, as p a r t o f a much 
l a r g e r process because I t h i n k people are beginning t o r e a l i s e t h a t i f you 
do things i n i s o l a t i o n w i t h o u t support then i t w i l l f a i l - I t h i n k the 
p a r t i c i p a t i o n idea i s coming i n slowly on a much more broad..." (in-house 
consultant) S i m i l a r l y , i t i s o r g a n i s a t i o n development which i s one o f 
the most recent specialisms w i t h i n management and i n s o f a r as "job design 
and AWGs come from o r g a n i s a t i o n a l development, r a t h e r than the other way 
round, which lead t o . . . you've got t o have a good support basis f o r these 
programmes, and be committed t o p a r t i c i p a t i o n . " (in-house c o n s u l t a n t ) 
Nevertheless, one respondent remarked: "not a l l , indeed very few, o r g a n i -
sations had o r g a n i s a t i o n development f u n c t i o n s . " (academic consultant) 
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But i f , as some respondents suggested organisations have "always got 
a p r e t t y hardnosed concern f o r p r o d u c t i o n " (research u n i t ) then techniques 
such as AWGs which are presented as p a l l i a t i v e s are l i k e l y t o continue 
t o be of i n t e r e s t . Of course, "even when an idea dies i n a p a r t i c u l a r 
form, i t may continue t o i n f l u e n c e succeeding ideas." (Schon, 1971, 
p.138) . 
The amount of i n t e r e s t i n AWGs i s now only lukewarm and there are 
few implementations being t r i e d despite p o l i t i c a l backing f o r the QWL 
movement. This may r e f l e c t trade union d i s i n t e r e s t or merely t h a t 
fashions have moved on. However, the AWG idea i s l i k e l y t o i n f l u e n c e , 
or be incorporated i n , the c u r r e n t l y popular ideas. 
SUMMARY 
Contact w i t h 33 organisations or i n d i v i d u a l s concerned w i t h l i n k i n g 
was made. These were p r i m a r i l y connected w i t h other j o u r n a l i s m or 
consultancy, although most respondents c a r r i e d out a number o f other l i n k i : 
a c t i v i t i e s . Many o f these r e l a t e d t o p u b l i c a t i o n s . Looking more c l o s e l y 
at p u b l i c a t i o n s i t became c l e a r t h a t t o p i c range was r e s t r i c t e d due t o : 
1. p u b l i c a t i o n s being much i n f l u e n c e d by the content o f o t h e r s ; 
2. j o u r n a l i s t s moving jobs w i t h i n the media, l e a r n i n g and t r a n s m i t t i n g 
norms and p r a c t i c e s from one p u b l i c a t i o n s to another; 3. the e d i t o r s ' 
preference and audiences' views are borne i n mind by s t a f f and free-lance 
w r i t e r s a l i k e . Thus, any newness o f t o p i c i s w i t h i n bounds. 
The r o l e o f consultants per se i s not great. Reacting t o demand and 
favouring 'package' a p p l i c a t i o n s , the many c r i t i c i s m s o f t h e i r a c t i v i t i e s 
ensures t h a t t h e i r r o l e i s seldom innovatory. Consultants (other than 
academics) are not o f t e n associated w i t h work o r g a n i s a t i o n changes such as 
AWGs. 
- 282 -
Implementations of AWGs have been associated w i t h the Tavistock, 
the WRU and the ITBs. As l i n k e r s , t h e i r impact i s mixed. The Tavistock 
reaches large companies r a t h e r than commercial c o n s u l t a n t s ; the WRU, o f t e n 
c r i t i c i s e d , lacks impact; and, the ITBs, although important i n c e r t a i n 
i n d u s t r i e s , are not c e n t r a l t o the d i f f u s i o n process. I t was a small 
group of i n d i v i d u a l s not organisations which was important. Most o f these 
seven 'senior f e l l o w s ' had, however, had close contact w i t h the WRU or 
the Tavistock. 
The importance o f personal contact kept emerging - f o r a l l l i n k e r s : 
'in the conference c i r c u i t s ; at seminars and courses; when seeking i n f o r -
mation and o b t a i n i n g work. The c e n t r a l i t y o f t h i s personal contact was 
emphasised by the existence o f networks - f o r both managers and l i n k e r s . " 
While j o u r n a l i s t s picked up the behavioural sciences as they went 
along and consultants o f t e n had had contact w i t h the s o c i a l sciences (or 
some element o f them), the emphasis i n both cases was on the need f o r 
p r a c t i c a l experience: j o u r n a l i s t s t o learn on the j o b ; consultants to 
have had i n d u s t r i a l experience. As i n i n d u s t r y t h e o r e t i c a l knowledge 
was not h i g h l y valued. I n t e r e s t i n the s o c i a l sciences - again t r a n s -
l a t e d t o 'behavioural sciences' - was f e l t t o be l i m i t e d and although 
included i n courses, etc. i t s presence was disguised. I n t u r n , opinions 
of U.K. management were not h i g h ; the importance o f personal contact again 
noted, and i t also being mentioned t h a t managers read l i t t l e . Large, 
t e c h n o l o g i c a l l y i n n o v a t i v e companies were f e l t t o be more r e c e p t i v e t o 
s o c i a l science. 
The p o p u l a r i t y o f an idea owes much to the d i s p a r a t e and uncoordinated 
a c t i v i t i e s o f d i f f e r e n t groups of l i n k e r s . While the p o p u l a r i t y o f AWGs 
is waning, i t continues t o i n f l u e n c e other ideas. 
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DISCUSSION 
There are, of course, problems i n e x t r a p o l a t i n g from a small number 
of respondents i n a v a r i e t y o f l i n k i n g r o l e s . Nevertheless, i n the 
absence of research i n t h i s area, assertions must be made which f u t u r e 
research can i n v e s t i g a t e i n greater d e t a i l . The v a r i e d and m u l t i p l e 
r o l e s of l i n k e r s s i m i l a r l y do not make i t easy to disentangle, or 
a t t r i b u t e importance t o , the a c t i v i t i e s o f s p e c i f i c groups i n the complex 
p i c t u r e of l i n k e r s which has emerged from the research. 
What has become c l e a r i s t h a t most o f the a c t i v i t i e s which might 
c o n t r i b u t e to l i n k i n g have a questionable impact. Courses, seminars, 
conferences, p u b l i c a t i o n s , consultancy - none o f these are n e c e s s a r i l y 
i n f l u e n t i a l . Managers read l i t t l e , consultants do not i n i t i a t e but 
react to demand, conferences are valued f o r who you meet not what you 
hear - at l e a s t f o r l i n k e r s . While i n d i v i d u a l l y , none of these a c t i v i t i e s 
are e s p e c i a l l y important i n d i f f u s i n g ideas, i n c o n j u n c t i o n w i t h one 
another t h e i r r o l e expands. I n the same way the a c t i v i t y o f one person 
may be i r r e l e v a n t , no matter what l i n k i n g r o l e i s occupied, but taken 
i n conjunction w i t h the a c t i v i t i e s o f other l i n k e r s , d i f f u s i o n may be 
achieved. In other words, some s o r t of ' c r i t i c a l mass' i s reached when 
the various groups o f l i n k e r s , i n pursuing t h e i r own ends, act and react 
upon one another. 
However, a small group of people was found t o have greater i n f l u e n c e 
i n d i f f u s i o n , the 'senior f e l l o w s ' who can be found i n most f i e l d s . These 
are the 'experts' whose seal o f approval may add weight and p r e s t i g e t o 
attempts to d i f f u s e an idea or p r a c t i c e . I t would be i n t e r e s t i n g t o see 
i f such a group could be i d e n t i f i e d i n other areas, and to i n v e s t i g a t e 
f u r t h e r the r o l e such a group plays. I n the f i e l d o f AWGs they were 
f a i r l y easy to i d e n t i f y through the number o f t h e i r p u b l i c a t i o n s , t h e i r 
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o r g a n i s a t i o n a l a f f i l i a t i o n s and personal contacts. A l l but one had 
been involved w i t h e i t h e r the WRU or the Tavistock suggesting t h a t 
organisations do have a r o l e t o play i n ' e s t a b l i s h i n g ' selected i n d i v i -
duals who come t o comprise the ' I n v i s i b l e College' i n the f i e l d o f work 
o r g a n i s a t i o n . (Not s u r p r i s i n g l y , the a c t i v i t i e s o f the other 'old s t a r ' , 
the o u t s i d e r without the o r g a n i s a t i o n a l connection, were c r i t i c i s e d or 
not h i g h l y r a t e d by the s i x ) . Other organisations such as the ICQWL 
also have a r o l e , i n s o f a r as they enable the f i e l d leaders t o keep up 
w i t h each other, t o know what i s being done and what i s being planned i n 
the f i e l d . I n t u r n , a few organisations have recognised the importance o f , 
and have consciously used, networks, such as the ATM and OD Network. To 
discount the r o l e o f organisations t h e r e f o r e would be foo l h a r d y , but t h e i r 
r o l e , at l e a s t as regards AWGs, i s not outstanding. Whether or not t h i s 
f i n d i n g would be echoed i n other f i e l d s i s a debateable p o i n t and one 
worthy o f f u r t h e r i n v e s t i g a t i o n . 
The importance o f personal contact f o r l i n k e r s and f o r consumers i s 
q u i t e s t a r t l i n g . C r e d i b i l i t y i n one's source o f i n f o r m a t i o n i s of 
paramount c o n s i d e r a t i o n i n many l i n k e r s ' a c t i v i t i e s . Even academics, who 
r e l y more on reading than contacts t o stay informed, accord a large r o l e 
to personal contact a t conferences, et c . Consultants r e p u t a t i o n s are 
t r a n s f e r r e d v e r b a l l y ; j o u r n a l i s t s r e l y on t h e i r e s t a b l i s h e d contacts f o r 
s t o r i e s ; people 'known' i n the f i e l d are asked t o w r i t e a r t i c l e s , give 
l e c t u r e s , c o n t r i b u t e t o courses and conferences. I t i s personal knowledge, 
f i r s t - h a n d and in f o r m a l contact which matters, w i t h l i t t l e weight being 
given to the impersonal. Again i t was i n d i v i d u a l s , not the organisations 
to which they were a f f i l i a t e d , who were remembered, adding t o the recu r r i n g 
theme of p e r s o n a l i s a t i o n . S i m i l a r l y , o r g a n i s a t i o n s w i t h a government base, 
and a corresponding a s s o c i a t i o n w i t h bureaucracy, had a reduced impact. 
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This dependence on personal contact i s an extremely i n t e r e s t i n g 
f i n d i n g . I t argues against formal i n f o r m a t i o n - d i f f u s i n g a c t i v i t i e s 
whether i n the form of advertisements, books, courses or conferences. 
The formal mechanisms are bypassed, even ignored, i n i n f o r m a t i o n seeking. 
The p o t e n t i a l exercise o f power and e x c l u s i v i t y of t h i s system o f personal 
contacts should be borne i n mind and i s an aspect which would be rewarding 
t o research t o f i n d out how i t operates and i f such a system can be bypassed 
i n d i f f u s i o n . I t would also be i n t r i g u i n g t o discover whether the importance 
of personal contact i s also t o be found i n other countries l i k e the U.S.A., 
or i f the s i t u a t i o n i n B r i t a i n p a r t l y r e f l e c t s an a n t i - i n t e l l e c t u a l and 
a n t i - t r a i n i n g stance i n i n d u s t r y g e n e r a l l y . The emphasis on p r a c t i c a l 
experience r a t h e r than t h e o r e t i c a l knowledge i s , a f t e r a l l , a roundabout way 
of saying t h a t ' g e t t i n g the job done' depends on s o c i a l s k i l l s , working 
w i t h and through people at a face-to-face l e v e l . 
However, formal l i n k i n g i s important because i t enables the i n f o r m a l 
contact t o take place - i t sets the scene, p r o v i d i n g a forum f o r people w i t h 
a common i n t e r e s t t o meet and exchange views. I t i s through a r t i c l e s t h a t 
academic consultants may be contacted, i t i s through courses t h a t f a m i l i a r i t y 
w i t h academics i s f o s t e r e d , i t i s through conferences t h a t people are 'placed' 
i n the hi e r a r c h y of the f i e l d . I t would be d i f f i c u l t t h e r e f o r e t o a l l o c a t e 
g 
i n f l u e n c e t o the i n f o r m a l w i t h o u t recognising the c r u c i a l r o l e of the formal. 
The r o l e of commercial consultants does not appear t o be large i n 
d i f f u s i n g new ideas, but exceedingly l i t t l e i s known about t h e i r a c t i v i t i e s . 
For instance, are many consultants employed on an open-ended basis? Do 
they have any i n n o v a t i v e r o l e t o play, and does t h e i r commercial base 
a f f e c t t h i s role? Are some firms known t o be i n n o v a t i v e ; do some act as 
f i e l d leaders? What importance i s accorded t o s o c i a l science i n t h e i r 
a c t i v i t i e s ? I f there i s resistance t o s o c i a l science ideas, i s t h i s a 
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r e f l e c t i o n of c onsultants' or i n d u s t r i a l a t t i t u d e s ? I t would be most 
i n t r i g u i n g to look more c l o s e l y at what, how and the extent t o which 
consultants i n c o r p o r a t e s o c i a l science i n t o t h e i r a c t i v i t i e s . Do consul-
t a n t s , l i k e managers, only pay l i p - s e r v i c e t o innovativeness? I n other 
words, do consultants r e s i s t s o c i a l science ideas? 
The i n f l u e n c e o f p u b l i c a t i o n s on one another i s outstanding and must 
ne g a t i v e l y a f f e c t the range o f t o p i c s presented. Many f u r t h e r questions 
pose themselves here. Are there p u b l i c a t i o n s , or even j o u r n a l i s t s , who 
act as f i e l d leaders and whose 'seal of approval' i s r e q u i r e d f o r substan-
t i a l t o p i c coverage? How easy might i t be t o promote an idea by i n f l u e n c i n g 
one or two i n f l u e n t i a l p u b l i c a t i o n s ? How 'closed' i s the world o f the mass 
media and how does t h i s a f f e c t t o p i c s e l e c t i o n and presentation? How do 
j o u r n a l i s t s r e c o n c i l e the c o n f l i c t i n g demands o f audience, e d i t o r and 
peers, and how i s t h i s t ension r e f l e c t e d i n t o p i c s e l e c t i o n ? A l l questions 
which must await f u r t h e r research, 
Schon suggests t h a t the d i f f u s i o n process " i s more ne a r l y a b a t t l e 
than a communication..." (1971, p.95). This i s c e r t a i n l y the case 
regarding s o c i a l science where there i s a "dynamically conservative 
plenum" (Schon, 1971, p.95) i n t o which i n f o r m a t i o n moves. Social science 
ideas are r e s i s t e d , there i s antagonism and a n t i p a t h y t o the s u b j e c t . 
Yet there are counter-pressures from governments: i n the form of l e g i s l a -
t i o n , governmental bodies, even grants; from economic f a c t o r s : competitors' 
a c t i v i t i e s ; from the s o c i a l sphere: i n movements to a l t e r c o n d i t i o n s o f 
work; etc. Why c e r t a i n ideas are taken up, say, at governmental l e v e l i s 
hard to say. E l l i o t t i n ' C o n f l i c t and Cooperation' (1978) traces the 
growth of i n d u s t r i a l democracy i n B r i t a i n . There, as i n the case o f the 
Q u a l i t y of Working L i f e (which encompassed AWGs) , i t was the i n t e r e s t of 
a small group of people, not a c t i n g i n concert, which sparked things o f f . 
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I n the case o f i n d u s t r i a l democracy, the Donovan Commission became 
i n t e r e s t e d i n the t o p i c through evidence given by one TUC economist. 
Yet the labour correspondent o f the Time, a General Secretary o f the 
TUC, and EEC Membership a l l c o n t r i b u t e d t o i t s t a k e - o f f as a subject 
f o r debate at a l l l e v e l s i n B r i t i s h s o c i e t y . Although the QWL - not a l t o -
gether d i s t i n c t from i n d u s t r i a l democracy - d i d not enjoy the same 
p o p u l a r i t y , i t nevertheless received a s u r p r i s i n g amount of p o l i t i c a l 
backing. Wilson's r e p o r t , the i n f l u e n c e o f Scandinavia, e s p e c i a l l y i n 
the days preceding B r i t a i n ' s EEC membership, the Bullock Committee, are 
only some o f the strands of i n f l u e n c e . I t seems t h a t again, a coincidence 
of a t t e n t i o n takes place as the r e s u l t o f a number o f i n d i v i d u a l s or 
bodies pursuing t h e i r own, disparate i n t e r e s t s . 
As f o r the r o l e o f academics, they too are p a r t and p a r c e l o f o t h e r s ' 
a c t i v i t i e s , and should not be looked at i n i s o l a t i o n . As c o n s u l t a n t s , 
t h e i r r o l e i s small and t h e i r impact c u r t a i l e d . But, i t i s hard t o 
evaluate the impact of t h e i r v a r i e d a c t i v i t i e s . C e r t a i n l y they are 
attended t o : by j o u r n a l i s t s , by managers, by p u b l i s h e r s . Quite a number 
of academics are not u n w i l l i n g t o be of use t o people i n i n d u s t r y . But 
i t does not appear t h a t i t i s s o c i o l o g i s t s as such who o f f e r t h e i r 
services. I t i s academics who may have had a sociology i n p u t at some 
stage i n t h e i r career. Of course, some s o c i o l o g i s t s do have t h e i r work 
taken up and they are normally extremely pleased when, say, a Penguin 
paperback e d i t i o n i s suggested. A n t i p a t h y t o the world of i n d u s t r y and 
commerce stops short of r o y a l t y cheques. 
Nevertheless, the a c t i v i t i e s o f academics should not be minimised; 
they are, a f t e r a l l , the teachers i n a l l t e r t i a r y education. They play a 
large r o l e i n t r a i n i n g i n i n d u s t r y , as speakers at conferences and seminars, 
as w e l l as i n a range of p u b l i c a t i o n s . I n the absence of academics, the 
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a c t i v i t i e s o f other l i n k e r s would be much reduced and r e s t r i c t e d i n t h e i r 
focus, and the range ©f ideas a v a i l a b l e f o r d i f f u s i o n , and use, s i m i l a r l y 
depleted. Of course, i t may be t h a t i n d i s c i p l i n e s w i t h less p o t e n t i a l l y 
( i d e o l o g i c a l l y ) r a d i c a l ideas, the r o l e o f academics i s greater due t o a 
correspondingly reduced suspicion o f t h e i r a c t i v i t i e s by t h e i r various 
audiences. This i s an area which i t would be i n t e r e s t i n g t o research 
f u r t h e r . 
E a s i l y obscured i n looking at the a c t i v i t i e s o f l i n k e r s i s what must 
be t h e i r u l t i m a t e and not always obvious goal - o f reaching and appealing 
to people i n i n d u s t r y . The ideas these l i n k e r s are purveying r e l a t e t o 
i n d u s t r y and even although the l i n k e r s seek t o reach other l i n k e r s , the 
appeal has to be i n terms of the perceived i n d u s t r i a l needs and demands. 
Whether i t be t o s t i r B r i t i s h management up; t o o f f e r u s e f u l advice or 
warnings; to present European p r a c t i c e s , or academics' f i n d i n g s , the 
u l t i m a t e audience i s an i n d u s t r i a l one. The l i n k e r s perception of t h e i r 
audience w i l l i n f l u e n c e t h e i r p r e s e n t a t i o n o f ideas. Thus the antagonism 
of management to s o c i a l science i s pre-empted by d i s g u i s i n g i t s presence. 
A r t i c l e s are o f t e n short and sweet, l a c k i n g i n r e l e v a n t d e t a i l (as was 
found i n the p u b l i c a t i o n s section) which are more l i k e l y t o appeal t o an 
audience which spends very l i t t l e time reading and o f which these respon-
dents had a low op i n i o n . S i m i l a r l y , i n the s e l e c t i o n o f l i n k e r s themselves, 
emphasis i s o f t e n put on the need f o r p r a c t i c a l experience, echoing the 
views of those i n i n d u s t r y t h a t the s k i l l s o f management cannot be taught. 
In order to appeal to an i n d u s t r i a l audience, the perceptions and preoccupa-
t i o n s of t h a t audience w i l l be borne i n mind. Ideas which are compatible 
w i t h p r e v a i l i n g a t t i t u d e s (even though they may have elements which do 
not f i t ) are those which w i l l be presented. Ideas a n t a g o n i s t i c t o 
management are u n l i k e l y t o be presented by people who seek t o keep t h e i r 
j o b s , t h e i r i n d u s t r i a l c l i e n t s , or t h e i r c r e d i b i l i t y w i t h other l i n k e r s 
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who seek t o reach the i n d u s t r i a l audience. The less acceptable p a r t s 
of ideas w i l l be played down, the r a d i c a l obscured. Nevertheless, ideas 
have unknown and unforeseen repercussions and i n purveying some idea, new 
and r a d i c a l elements can be introduced i n t o management t h i n k i n g and even 
p r a c t i c e s - (on the l i n e s o f a Trojan horse) - though i t i s d o u b t f u l i f 
t h i s i s even consciously planned. I n t h i s way, change can i n f i l t r a t e 
management t h i n k i n g and i n t u r n a f f e c t management p r a c t i c e s . Some ideas 
are presented as r a d i c a l and new - whether or not they appear as such 
to the onlooker i s i m m a t e r i a l . What matters i s t h a t the presenter and 
the adopter respond t o these ideas as being r a d i c a l and new. Thus 
adopters of the p r a c t i c e or theory are not seeking t o stay close t o 
present and accepted p r a c t i c e s but are seeking (and perhaps are f o r c e d 
t o seek - see Ramsay (1976)) new s o l u t i o n s t o t h e i r r e c u r r i n g problems. 
Nevertheless, ideas t o be p o t e n t i a l l y acceptable, should not clash wi 
a t t i t u d e s fundamental t o the c a p i t a l i s t o r g a n i s a t i o n of e n t e r p r i s e s . So 
w h i l e ideas may be new, they are u n l i k e l y t o be r a d i c a l per se. I n t h i s 
way, change w i l l be slow and manageable. Ruptures and severe disturbances 
w i l l , as f a r as i s possible t o foresee, be avoided. Order and c o n t r o l 
o f the world w i l l be maintained. However, no p r e d i c t i o n s can be made as 
to which ideas w i l l achieve p o p u l a r i t y and what w i l l not. S i m i l a r l y , 
no p r e d i c t i o n s can be made as t o what ideas w i l l appeal t o academics to 
pursue, or which ideas w i l l catch the a t t e n t i o n of l i n k e r s and the 
i n t e r e s t o f consumers. While general statements are possible no s p e c i f i c 
hypotheses can be constructed. Fashions s t i l l cannot be f o r e c a s t . 
While much i n f o r m a t i o n about the a c t i v i t i e s o f l i n k e r s has been 
obtained, they are only p a r t o f the process o f d i f f u s i o n . Much o f the 
impact o f l i n k e r s depends on the response o f t h e i r audiences, the l a r g e s t 
being t h e i r i n d u s t r i a l audience. I t i s t o a c o n s i d e r a t i o n o f a p a r t of 
t h i s audience t h a t we now t u r n . 
CHAPTER SEVEN 
The Brewing I n d u s t r y Interviews 
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THE BREWING INDUSTRY INTERVIEWS 
PART 1 
The l i n k e r s are only a p a r t o f the process of d i f f u s i o n . Also 
c e n t r a l t o any i n v e s t i g a t i o n o f the 'servants of power' t h e s i s must be 
an examination of in f o r m a t i o n received w i t h i n i n d u s t r y . S u r p r i s i n g l y 
l i t t l e work has been done i n t h i s area and much o f what has been s a i d 
r e f l e c t s a 'common-sense' view of how d i f f u s i o n takes place. L i t t l e i s 
known, f o r instance about what, how and why i n f o r m a t i o n i s sought, picked 
up, attended t o and used. The need c l e a r l y e x i s t e d f o r a study t o be made, 
i n depth, of the v a r i a b l e s i n , and a f f e c t i n g , i n d u s t r i a l o r g a n i s a t i o n s ' 
r o l e i n d i f f u s i o n . I t was to meet such a need t h a t a case study i n an 
i n d u s t r i a l context was made. 
The brewing i n d u s t r y was chosen f o r an i n i t i a l e x p l o r a t i o n i n t o the 
processes o f d i f f u s i o n . I t was chosen f o r a v a r i e t y o f reasons: 
1. as an i n d u s t r y i t has an e a s i l y defined boundary; 
2. there i s a wide range i n company s i z e ; 
3. w h i l e very t r a d i t i o n a l i n nature, i t i s c u r r e n t l y coping w i t h great 
changes i n technology, consumer t a s t e and a t t i t u d e s ; and 
4. an attempt t o introduce AWGs had been made i n the i n d u s t r y . 
Comparison w i t h :>ne or more other i n d u s t r i e s was not r e a l l y f e a s i b l e . 
Constraints o f time and money meant t h a t more than one i n d u s t r y could not 
be covered i n any reasonable depth. Merely t o compare two i n d u s t r i e s 
would be u n s a t i s f a c t o r y , any d i f f e r e n c e s found could be a t t r i b u t e d t o 
innumerable v a r i a b l e s . The aim, t h e r e f o r e , was t o explore the d i f f e r e n c e s 
between various sizes o f companies w i t h i n one i n d u s t r y and t r y t o i n d i c a t e 
some s a l i e n t f a c t o r s i n the d i f f u s i o n process. The id i o s y n c r a s i e s o f any 
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one i n d u s t r y make e x t r a p o l a t i o n d i f f i c u l t - each i n d u s t r y having, and 
c l a i m i n g , i t s own p e c u l i a r s t r u c t u r e , h i s t o r y , problems, etc. Brewing i s 
no d i f f e r e n t . A t r a d i t i o n a l , 'very inbred' i n d u s t r y where f a m i l y f i r m s and 
names p e r s i s t even i n the l a r g e s t companies, brewing has, according t o one 
personnel manager, been r a t h e r slow i n " i t s methods o f management and the 
development o f managers". Many companies operate on a "brewery baron s o r t 
of system" ( t r a i n i n g o r g a n i s a t i o n respondent) where there i s a "great d i v i d e 
between the D i r e c t o r s and the rank and f i l e " (personnel manager). Yet i t 
i s an i n d u s t r y w i t h a f a i r l y low turnover, according to an ITB observer, o f 
" w e l l below 5%, and 3% o f those are by death or r e t i r a l . " 
The brewing i n d u s t r y i s dominated by s i x b i g companies (whose share o f 
t o t a l beer production i n the 70s was 70% and s t i l l growing) and one other 
large company which i s s l i g h t l y d i f f e r e n t from the others: Guinness. 
Producing s t o u t r a t h e r than beer i t i s not i n d i r e c t competition w i t h other 
breweries and not having any t i e d houses, r e l i e s on other brewers, through 
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t h e i r t i e d houses, t o s e l l i t s products. Sometimes the large brewers are 
r e f e r r e d to as the 'Big Seven' t o include Guinness but i t i s mainly the 
Big Six which i s mentioned, Guinness being t r e a t e d as a separate case. 
While the brewing i n d u s t r y has been notorious f o r i t s "merger mania" 
(Manasian 1979) there are s t i l l over 85 small brewing companies and s i x 
good-sized r e g i o n a l companies, despite the o v e r a l l dominance o f the Big Six. 
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METHODOLOGY 
A small p i l o t survey, (whose r e s u l t s are included i n the main body) 
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was conducted i n four breweries of v a r y i n g s i z e t o check t h a t the 
planned questions e l i c i t e d the r e q u i r e d i n f o r m a t i o n i n useable form, 
which they seemed t o do. The breweries v i s i t e d were s p l i t i n t o three 
groups, c l a s s i f i e d by the number o f employees engaged on the brewing 
side. I t was f o r t h i s reason t h a t Guinness was c l a s s i f i e d as a medium 
sized company because i t s small labour force i s p a r t l y due t o the f a c t 
t h a t i t does not b o t t l e i t s own product. 
The Big Six companies ranged i n s i z e from 7,390 t o 23,000 employees; 
Medium sized companies ranged from 600 to 2,000 employees; and, 
small companies ranged from 150 to 750 employees. 
I t was decided t o include two companies (one w i t h only 600 
employees) i n the medium sized group because they had large parent 
companies - one of which had other brewing i n t e r e s t s ) and t h e i r existence 
meant t h a t the two companies had very much great e r resources at t h e i r 
disposal than any of the small companies. Another company i n t h i s group 
had a headquarters separate from i t s U.K. brewery. 
Of the small companies, one was a cooperative s o c i e t y , owned not by 
the workers but by the Working Men's and other clubs i t supplied. I t was 
decided not t o include any breweries w i t h less than 100 employees on the 
grounds t h a t they were u n l i k e l y t o have any knowledge or i n t e r e s t i n the 
s o c i a l sciences. 
The i n t e r v i e w s were conducted mainly i n the second h a l f of 1979. 
A l t o g e t h e r 24 were c a r r i e d out, 27 people being t a l k e d t o (three i n t e r v i e w s 
were conducted w i t h two people): 
6 at Big Six headquarters (HQ) 
7 at operating companies (OC) o f the Big Six 
6 w i t h i n the medium sized companies, two of these being at HQ l e v e l 
5 w i t h i n small companies. 
The i n t e r v i e w s i n the small companies and i n both the medium and large 
operating companies ( w i t h the exception of one operating company i n 
London) were concentrated i n the North East, North Yorkshire and East 
Lancashire. The headquarters of the Big Six were v i s i t e d i n t h e i r various 
l o c a t i o n s . 
The i n t e r v i e w s were designed w i t h a number of aims i n mind: 
1. To f i n d out what and how aspects of company o r g a n i s a t i o n a f f e c t e d 
a t t i t u d e s t o , and p r a c t i c e s regarding, s o c i a l sciences. Relations 
between HQ and OCs were looked a t here; whether HQ was t r e a t e d as an 
i n f o r m a t i o n resource or not; company p o l i c y and p r a c t i c e regarding 
graduate r e c r u i t m e n t , and management tra i n i n g ; and a t t i t u d e s t o , and 
organisations used f o r , management t r a i n i n g ; as w e l l as company 
c i r c u l a t i o n of i n f o r m a t i o n . 
2. To f i n d out how s o c i a l science i n f o r m a t i o n , i f any, could enter 
organisations and i n t h i s way i d e n t i f y the f a c t o r s which encouraged 
or impeded t h i s flow. To look a t the ways i n which companies 
'scanned the environment' f o r i n f o r m a t i o n . With some overlap w i t h 1. 
above, the organisations used f o r management t r a i n i n g were i n v e s t i g a t e d 
a t t i t u d e s t o , and use of ITBs; conference and seminar attendance; 
company membership of o r g a n i s a t i o n s ; i n t e r - f i r m contact - and as a 
measure of t h i s , the amount o f knowledge held about innovations w i t h i n 
the i n d u s t r y ; contacts w i t h the academic world; use of management 
consultants. 
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3. To i d e n t i f y the s o c i a l science resource persons i n the company, and 
t h e i r department, t h e i r t r a i n i n g which might r e l a t e t o the s o c i a l 
sciences, t h e i r o r g a n i s a t i o n a l membership; a t t i t u d e s and opinions 
about the s o c i a l sciences; the i n f o r m a t i o n sources they would use f o r 
s o c i a l science i n f o r m a t i o n . 
4. To discover what use, i f any, had been made of the s o c i a l sciences 
(or was thought to r e l a t e t o the s o c i a l sciences). Here changes t r i e d 
i n the company were examined, who had i n i t i a t e d them, the cl i m a t e of 
op i n i o n i n the company t o the s o c i a l sciences. 
5. To f i n d out what knowledge, i f any, was held about AWGs, and where 
i t came from; the p o t e n t i a l use of AWGs and o p i n i o n of the idea. 
6. F i n a l l y , r e l a t e d to no. 5, how managers obtained t h e i r i n f o r m a t i o n . 
An aspect covered i n many o f the above areas supplemented by l o o k i n g 
at managers' reading and i n f o r m a t i o n seeking a c t i v i t i e s . 
I n s h o r t , the aim was to f i n d out how, who, when, where and what 
f a c t o r s a f f e c t e d the d i f f u s i o n o f s o c i a l science i n f o r m a t i o n i n r e l a t i o n 
t o f i r m s i n the brewing i n d u s t r y . 
I t seemed t h a t people i n the personnel f u n c t i o n were most l i k e l y e i t h e r 
to know or be expected to know about i n f o r m a t i o n r e l a t i n g t o the s o c i a l 
sciences. L e t t e r s were t h e r e f o r e sent t o the (named) Personnel D i r e c t o r 
or Personnel Manager i n each o f the companies. The l e t t e r was so worded 
t h a t i t would tend t o end up on the desk o f the person who might be asked 
to deal w i t h queries on the s o c i a l sciences. 
"As p a r t of my Ph.D. t h e s i s I am looking at the content and 
q u a n t i t y of i n f o r m a t i o n which reaches managers i n i n d u s t r y 
regarding the behavioural sciences.$5 I n t h i s connection 
I am planning t o i n t e r v i e w the personnel managers i n a number 
of brewing f i r m s . I should very much l i k e t o come and t a l k 
t o you about t h i s . Could I phone you l a t e r i n the week to 
arrange a s u i t a b l e time t o v i s i t the company. 
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I f you f e e l t h a t there i s someone else i n the o r g a n i s a t i o n 
who i t might be more s u i t a b l e f o r me t o see, perhaps you 
could l e t me know when I phone? 
You help w i l l be most appreciated and I do hope you can 
manage t o see me." 
Not once was access refused. While respondents had a v a r i e t y o f job 
t i t l e s , they could be c l a s s i f i e d i n t o three groups. Of the 27 people 
i n t e r v i e w e d , 4 were at d i r e c t o r l e v e l , 19 at manager l e v e l (personnel, 
t r a i n i n g , and i n one case manpower services) and 4 at a s s i s t a n t manager 
l e v e l (two of these were i n companies where two people were i n t e r v i e w e d ) . 
Only one respondent's job was outside the personnel f u n c t i o n , although 
he had r e c e n t l y been put i n charge of personnel. Only one of the respondents 
was female. The i n t e r v i e w s v a r i e d i n length but were u s u a l l y o f at l e a s t 
one hour's d u r a t i o n . I n fo u r instances a time l i m i t was put on the 
i n t e r v i e w by the respondent so t h a t i n these cases the data are not as 
f u l l as might be wished. Only i n two cases was permission t o use a tape 
recorder refused and shorthand notes were taken instead: a less p r e f e r a b l e 
method as concentration on recording the responses tends to r e s u l t i n a 
more s t i l t e d and less conversational i n t e r v i e w . 
HEADQUARTERS - OPERATING COMPANY RELATIONS 
The r e l a t i o n between Group Headquarters (HQ) and the operating companies 
(OC) i s important regarding d i f f u s i o n . I f HQ c l o s e l y oversees and c o n t r o l s 
what happens at OC l e v e l , then s o c i a l science resources at OC l e v e l w i l l 
be o f lesser importance. On the other hand, i f OCs enjoy a considerable 
amount of autonomy enabling them to i n i t i a t e changes w i t h only minimal 
involvement of HQ then the resources regarding s o c i a l science h e l d a t OC 
l e v e l w i l l be h i g h l y r e l e v a n t . For t h i s reason, various aspects o f the 
r e l a t i o n s h i p between HQ and OC were i n v e s t i g a t e d : to what extent HQ i s 
used as an in f o r m a t i o n resource; what type of contact e x i s t s between HQ 
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and OCs as w e l l as between OCs; what degree o f autonomy do the OCs 
enjoy?; what involvement would HQ have i n work o r g a n i s a t i o n changes i n OCs? 
what i s company p o l i c y regarding managers - are they t r e a t e d as company 
resources and t r a n s f e r r e d around the OCs, f o s t e r i n g i n t u r n contact 
between OCs? S i m i l a r l y , are graduates t r e a t e d as company resources? I s 
management and graduate t r a i n i n g organised and undertaken c e n t r a l l y or 
l o c a l l y w i t h the greater chance o f idiosyncrasy? 
Within the Big Six and medium companies the number and type o f l i n k s 
vary. I n two Big Six companies, the brewing company i s one o f the many 
d i v i s i o n s o f the large parent company. I n one o f these, c o n t r o l by the 
parent company i s minimal, except as regards finance and investment. I n 
the other, considerable i n f l u e n c e i s exerted by the parent company and a 
wide range of resources are a v a i l a b l e t o , and made use o f by, the brewing 
d i v i s i o n . A l l Big Six companies or d i v i s i o n s and 3 medium companies had 
a number o f s u b s i d i a r i e s or OCs, the HQ being a d m i n i s t r a t i v e l y separate. 
The HQs were not d i r e c t l y involved i n production and acted as a d m i n i s t r a t i v e 
and resource centres f o r the OCs. The extent t o which HQ resources were 
used by OCs v a r i e d . Two HQs (one Big and one medium) were used e x t e n s i v e l y 
and p r i m a r i l y as i n f o r m a t i o n and advice resources by the OCs. But the OCs 
were more s e l f - r e l i a n t i n 5 Big and 2 medium companies and the r o l e o f HQ 
here was more one of monitoring and l i a i s i n g w i t h the OC. 
In organisations where contact i s fo r m a l , where p o l i c y documents are 
issued as d i r e c t i v e s and where HQ dominates, i t would not be s u r p r i s i n g 
to f i n d t h a t i n f o r m a t i o n tends not t o be volunteered, where t e n t a t i v e 
suggestions and new ideas are not advanced, t h a t an o v e r - s t r u c t u r e d 
o r g a n i s a t i o n i n h i b i t s the free exchange o f views. (For a discussion o f 
these, see Wilensky,1967, p.42) As regards contacts between OCs ( w i t h i n 
a company) i n three Big companies contact was maintained through HQ and 
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i n the other three Big companies, contact was maintained independently 
of HQ. In the l a t t e r case, t h i s presumably r e f l e c t s e i t h e r a greater 
degree of autonomy or greater i d e n t i f i c a t i o n w i t h other OCs than w i t h 
HQ. In the three medium companies there was less scope f o r contact 
between OCs - i n one instance i t was not possible at a l l - as there were 
only one or two brewing OCs. Contact i n the medium companies f o r t h i s 
and other reasons (such as size) tended t o be more i n f o r m a l . 
Contact between OCs and HQ i s f o s t e r e d i n d i r e c t l y i f managers are 
t r a n s f e r r e d around the Group: " I t h i n k t h a t at p r a c t i c a l l y every OC there 
i s someone I know who worked i n Blackburn at some time, some stage i n 
management...." ( t r a i n i n g manager). I n a l l Big Six and one medium company 
managers were t r e a t e d as a t o t a l company resource and moved around the 
Group accordingly. I n the other two medium companies managers were placed 
and would remain i n the OC f o r which they were r e c r u i t e d . By t r e a t i n g 
managers as company resources, HQ i n f l u e n c e can be increased because 
managers while being t r a n s f e r r e d from OC to OC w i l l r e f l e c t HQ r a t h e r 
than OC p r a c t i c e s . As one HQ personnel manager noted "you don't want 
people t o develop p a r t i c u l a r q uirks t h a t would not be s u i t a b l e elsewhere." 
Thus l o c a l OC p r a c t i c e s and a t t i t u d e s w i l l have a correspondingly reduced 
impact on the company men - the managers - who spend only a l i m i t e d amount 
of time i n one l o c a t i o n and whose f u t u r e depends on HQ r a t h e r than the OC. 
As suggested by comments by Burns § St a l k e r (1961, p.211), Wilensky 
(1967, p.174) the p e r s o n a l i t y and s t y l e of the top man i n the OC and i n t h 
HQ was important - i n t h i s case i n r e l a t i o n t o the amount and type o f 
contact between HQ and OCs: 
"some OCs are very f u l l o f i n i t i a t i v e , take t h e i r own i n i t i a t i v e , 
such t h a t when they've made up t h e i r minds, i t s almost too l a t e 
f o r us t o have an i n f l u e n c e over i t ; others w i l l take a suggestion 
from us as an i n s t r u c t i o n and everywhere i n between. I t depends 
on t h e i r s t y l e of management - each company i s d i f f e r e n t and has 
i t s own p e r s o n a l i t y . " 
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On s i m i l a r l i n e s , one OC Personnel D i r e c t o r said h i s OC "would use HQ 
as l i t t l e as they have t o . " . Another aspect was mentioned by one medium 
HQ t o the e f f e c t t h a t HQ i s not used as a resource "on the personnel 
side .... i f /the OC/ has got s u f f i c i e n t e x p e r t i s e of i t s own t o resolve 
i t s own personnel problems." One OC personnel manager of a Big company 
remarked t h a t when c h a t t i n g w i t h people i n other OCs, i t was "not as 
f r e e l y as we ought t o because there i s s t i l l an i n t e r n a l competitive 
s p i r i t . " Thus three f a c t o r s were i d e n t i f i e d as important i n i n f l u e n c i n g 
contact w i t h the companies: the p e r s o n a l i t y or s t y l e of the top men (at 
HQ and OC); the amount o f e x p e r t i s e a v a i l a b l e at OC l e v e l ; and, whether or 
not a competitive s p i r i t e x i s t e d w i t h i n the company. 
As regards the degree of autonomy enjoyed by the OCs, i n f o u r Big 
and two medium companies t h i s was held t o be considerable. I n one Big 
company the amount of autonomy was s a i d t o vary from OC t o OC and i n the 
other, the p o l i c y was now t o r e s t r i c t the amount o f autonomy, i t being f e l t 
t h a t there had been too much i n the past so t h a t p o l i c y was now " t h a t the 
centre becomes more and more s t r o n g l y dominant." However, claims o f 
autonomy ought t o be t r e a t e d w i t h c a u t i o n . I n a l l the companies there 
was a heavy emphasis on 'not rocking the boat' which i n e f f e c t meant 'don't 
do anything which might adversely a f f e c t other OCs and lead t o demands 
f o r equivalence ' . Whether or not the a p p l i c a t i o n of s o c i a l science ideas 
i n changes i n work o r g a n i s a t i o n would come w i t h i n the scope of t h i s i s 
debateable. I t was s t a t e d by a personnel manager f o r instance " i n personnel 
there i s a heavy s t e e r i n g i n terms o f p o l i c y so t h a t though there are 
d i f f e r e n c e s i n p o l i c i e s they are w i t h i n a boundary, so they are never too 
f a r away from t h a t boundary." (Three Big companies mentioned t h i s f a c t o r ) . 
Thus, i f personnel was the s t r a t e g i c l o c a t i o n f o r s o c i a l science knowledge/ 
resources then the l i m i t e d amount of autonomy enjoyed by OCs i n personnel 
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matters would i n d i c a t e the more important r o l e of HQ as a s o c i a l science 
resource. In response to a s p e c i f i c enquiry i t t r a n s p i r e d t h a t work 
o r g a n i s a t i o n would not normally be i n i t i a t e d w i t h o u t HQ knowledge, approval 
or involvement. As regards changes which had taken place - i n f i v e o f the 
Big companies HQ had e i t h e r i n i t i a t e d or been h e a v i l y i n v o l v e d i n any 
decisions taken. I n only one Big company d i d the Ocs i n i t i a t e and 
introduce changes - w i t h the knowledge and approval o f HQ. The HQ t r a i n i n g 
manager put the HQ i n t e r e s t regarding any changes b l u n t l y t o the e f f e c t 
t h a t they would be concerned as t o "whether or not i t was something t h a t 
was capable of extension or c o n t r o l . " And, i t i s of course, around issues 
of c o n t r o l t h a t any discussion o f autonomy i m p l i c i t l y r e v olves. 
These considerations are important because any uses or contemplated 
uses of s o c i a l science - l i k e l y t o be seen as i n n o v a t i v e - w i l l come under 
the s c r u t i n y o f , or be seen i n the l i g h t of the i n t e r e s t s and t h e r e f o r e the 
a u t h o r i t y o f , HQ. So i t seems t h a t i t i s HQ personnel who are the s t r a t e g i c 
gatekeepers i n the brewing i n d u s t r y . While there may be 'gatekeepers' i n 
the l o c a l companies whose a c t i v i t i e s may or may not r e s u l t i n the consider-
a t i o n of using the s o c i a l sciences, i t i s at HQ l e v e l t h a t such ideas w i l l 
be quashed or supported. Therefore, i t i s the a t t i t u d e s of those at HQ 
which are l i k e l y to f i l t e r t o the OCs. An HQ a n t a g o n i s t i c t o the s o c i a l 
sciences, or found t o be so by the OC, i s u n l i k e l y t o be inundated w i t h 
repeated requests or i n q u i r i e s , although one HQ had been presented w i t h a 
f a i t accompli! As Tugendhat noted i n r e l a t i o n t o m u l t i - n a t i o n a l s (1973, 
p. 126), " i n any event the s u b s i d i a r i e s are supposed t o put the wider 
i n t e r e s t s of the company as a whole above t h e i r own, and the managers know 
th a t t h e i r own f u t u r e and promotion prospects depend on the good op i n i o n 
of the top men at head o f f i c e . " 
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However, the extent to which OCs are sympathetic t o the s o c i a l 
sciences may be i n c r e a s i n g i n importance. F i r s t l y , because s o c i a l science 
does not have to enter as a 'package', i t may e q u a l l y , and perhaps more 
i n f l u e n t i a l l y , 'permeate' a t t i t u d e s and p r a c t i c e s . Secondly, there seems 
to be an increasing move t o d e c e n t r a l i s a t i o n i n the i n d u s t r y so t h a t OCs 
are given p r o f i t t a r g e t s t o meet and how they are met may be i r r e l e v a n t . 
T h i r d l y , i n companies i n which managers f r e q u e n t l y t r a n s f e r from OC t o OC, 
or OC to HQ, then a t t i t u d e s towards the s o c i a l sciences are d i f f u s e d 
(whether negative or p o s i t i v e ) . S i m i l a r l y , a l o c a l 'gatekeeper' may i n 
time become a s t r a t e g i c gatekeeper and of i n t e r e s t here i s the extent t o 
which the 'company l i n e ' on s o c i a l science ( i m p l i c i t or e x p l i c i t ) has 
been adopted by t h a t person, and the extent t o which an o r i e n t a t i o n t o HQ 
i s f o s t e r e d . 
The r e l a t i o n s h i p between HQ and OC, while not being simple, does give 
an o v e r a l l impression o f HQ dominance, the r o l e o f OCs being c a r e f u l l y 
c u r t a i l e d or operating w i t h i n predefined l i m i t s . The r o l e played by HQs 
w i l l also be r e f l e c t e d i n company p r a c t i c e s and p o l i c i e s regarding graduate 
and management t r a i n i n g and development. 
GRADUATES 
I t i s through the i n p u t o f graduates t h a t much of the i n f o r m a t i o n 
flow regarding the s o c i a l sciences i s assumed t o take place. Five o f the 
Big Six and two medium companies have a c e n t r a l l y coordinated graduate 
recruitment p o l i c y . Graduates are screened i n i t i a l l y by HQ, passed as 
' s u i t a b l e ' before being placed i n OCs f o r t r a i n i n g 'at the sharp end'. 
I n only two b i g companies were graduates r e c r u i t e d f o r s p e c i f i c f u n c t i o n s . 
Graduates then are t r e a t e d as a Group resource r e c r u i t e d as such, and, 
according t o two OC respondents, 'imposed' on the OC. Thus i t i s l i k e l y 
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t h a t graduates w i l l be sympathetic to HQ r a t h e r than OC in t e r e s t s (should 
the two d i f f e r ) - an a t t i t u d e f u r t h e r encouraged i n some companies by 
graduates being paid c e n t r a l l y . But i n only one large and one medium 
company was there a formal graduate t r a i n i n g programme undertaken a t the 
HQ t r a i n i n g centre. The other companies instead stressed the need f o r 
graduates " g e t t i n g t h e i r hands d i r t y " ; and t h a t "the r e a l p r a c t i c a l 
t r a i n i n g i s on the j o b " . The r a t h e r l a i s s e z - f a i r e a t t i t u d e towards gradu-
ates t r a i n i n g might w e l l d i m i n i s h the importance of HQ f o r the graduates, 
and c e r t a i n l y suggests t h a t HQ c o n t r o l i n t h i s respect i s not great. 
The recruitment and t r a i n i n g o f graduates i s a long-term investment 
and expensive. This helped e x p l a i n why two medium companies (one w i t h o u t 
an HQ) sought experienced, competent people r a t h e r than graduates when they 
(management t r a i n i n g and development manager) "had t o ' s h i f t a l o t o f coal 
very quickly'" and why no small companies r e c r u i t e d graduates per se. 
TYPE OF GRADUATE RECRUITED Between 12-25 graduates i n b i g companies 
and 2-10 i n medium companies are r e c r u i t e d annually but very few have 
been s o c i a l s c i e n t i s t s . Although there has been a strong emphasis on 
graduates f o r the production side f o r many years, the recruitment o f 
graduates t o other f u n c t i o n s i s a recent occurrence. But judging from 
the composition of the various personnel departments, as f a r as the 
d e t a i l s were obtained (whether colleagues were graduates was not always 
known) there are few who would have had contact w i t h i n d u s t r i a l sociology. 
While there were seven economics graduates and f o u r psychology graduates 
(one of whom had a Ph.D.) there were only two i n sociology both j o i n t l y 
w i t h economics. There were graduates i n the other areas where i n d u s t r i a l 
sociology might be included i n the cur r i c u l u m : four Business Studies, 
one I n d u s t r i a l A d m i n i s t r a t i o n , and three Masters degrees i n : Manpower 
Studies, Personnel, Economics. But there was an equal number of graduates 
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w i t h degrees i n H i s t o r y , Geography, Mathematics, C l a s s i c s , e t c . C e r t a i n l y , 
there was no evidence o f s o c i a l s c i e n t i s t s being s p e c i f i c a l l y sought f o r 
personnel. 
Only i n two o f the Big Six companies were graduates r e c r u i t e d f o r 
s p e c i f i c functions and i t t h e r e f o r e i s l i k e l y t h a t only i n these companies 
could a s o c i a l science graduate be r e c r u i t e d w i t h an i n t e n t i o n t o use h i s 
or her e x p e r t i s e . I n the other companies there was no c e r t a i n t y regarding 
where a graduate would end up, i n p a r t depending on the choice of the 
graduate and p a r t l y on the vacancies a v a i l a b l e . And even i n these two 
companies there appeared t o be very few s o c i a l s c i e n t i s t s - only one person 
w i t h a psychology degree was mentioned. Thus i t i s not through the 
recruitment of s o c i a l s c i e n t i s t s t h a t r e l e v a n t s o c i a l science i n f o r m a t i o n 
enters organisations i n the brewing i n d u s t r y . And, as w i l l be seen l a t e r 
when a t t i t u d e s t o the s o c i a l sciences are examined, even those s o c i a l 
s c i e n t i s t s who are r e c r u i t e d may be the l e a s t e n t h u s i a s t i c about the s o c i a l 
sciences and sociology. 
There i s undoubtedly a very t r a d i t i o n a l element i n brewing, a f a c t 
mentioned by almost a l l respondents. Thus i n r e l a t i o n t o the recruitment 
of graduates one large and one medium sized company mentioned t h a t i t was 
Oxbridge graduates p a r t i c u l a r l y who were sought, or had been sought i n the 
past (only two o f the respondents were themselves Oxbridge graduates, both 
i n small companies). Other aspects o f the brewing i n d u s t r y are worth 
n o t i n g to round out the p i c t u r e . F i r s t l y , three respondents (two large OC 
and one small company) mentioned the f a i r l y recent establishment of a 
personnel department i n the company w i t h the r e s u l t t h a t there was concen-
t r a t i o n on ( t r a i n i n g management) "the nuts and b o l t s and b u i l d i n g up 
personnel". And i n a small company, the personnel manager remarked "we 
act very much, and have grown r a p i d l y over the l a s t f o u r or f i v e years 
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simply t o service managers who, i f not incapable, are u n w i l l i n g t o change 
t h e i r ways." Only one company (a small one) d i d not have a personnel 
department as such. Secondly, one respondent i n a large company known 
f o r i t s innovativeness said regarding other companies "we are w e l l behind 
w i t h p r a c t i c e s i n our company, as a company i n the brewing i n d u s t r y , we 
are probably as near the f o r e - f r o n t as we want t o get." T h i r d l y , there 
was i n the small companies some pr i d e i n a d m i t t i n g t h a t the company was 
run by amateurs (personnel manager) "We're complete amateurs a l l o f us!" 
But another more r e g r e t f u l l y admitted ( t r a i n i n g manager) "We're very much 
an amateur set-up." 
MANAGEMENT TRAINING AND DEVELOPMENT 
Management t r a i n i n g and development i s one way i n which the s o c i a l 
sciences may enter an o r g a n i s a t i o n . Thus i t w i l l be i n t e r e s t i n g t o look 
at a t t i t u d e s and p r a c t i c e s regarding management education. I f a t t i t u d e s 
are negative, then i t i s u n l i k e l y t h a t i n p u t s , such as i n d u s t r i a l s o c i o l o g y , 
i n t o t h a t education w i l l have much impact. Before considering t h i s , i t i s 
also worth l o o k i n g at the r o l e o f HQ and OCs i n regard t o management 
education and t r a i n i n g . 
A l l o f the Big Six and two o f the medium sized companies had t h e i r own 
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t r a i n i n g centre although as OCs i n c r e a s i n g l y carry out t h e i r own t r a i n i n g , 
some appear to be running down i n s i z e . But i n f i v e o f the Big Six, OCs 
were responsible only f o r t r a i n i n g up t o supervisory l e v e l and oc c a s i o n a l l y 
at j u n i o r management l e v e l . The HQs tended t o concentrate on middle and 
senior management t r a i n i n g , e.g. "there i s a much greater degree of c e n t r a l 
involvement., the more senior the guy i s " ; "management t r a i n i n g i s budgeted 
f o r and c o n t r o l l e d c e n t r a l l y . " 
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The two medium companies which d i d not have t h e i r own t r a i n i n g centres 
mentioned a much l a r g e r number of organisations and i n s t i t u t i o n s which 
they used f o r t r a i n i n g than the large companies, and i n one o f these 
companies there were exceedingly strong l i n k s w i t h t r a i n i n g establishments 
(these strong l i n k s perhaps r e f l e c t the greater r e l i a n c e on e x t e r n a l 
resources, more attempt being made t o exercise c o n t r o l and maintain personnel 
contact and, t h e r e f o r e , i n f l u e n c e over them). 
ORGANISATIONS USED FOR MANAGEMENT TRAINING 
I n t r a - i n d u s t r y l i n k s and i n f l u e n c e become apparent when loo k i n g at 
the organisations used f o r management education by brewing companies. The 
number o f organisations mentioned was r e l a t i v e l y g r e a t e r f o r the medium 
than f o r the large companies, w i t h very few organisations being mentioned 
by the small companies (although i n the small companies i t may be t h a t a 
p r o p o r t i o n a t e l y g r e a t e r r o l e was played by the fewer o r g a n i s a t i o n s 
mentioned. 
The most f r e q u e n t l y mentioned i n s t i t u t i o n s were Ashridge Management 
College (three by l a r g e , four by medium, one by small companies); the 
I n d u s t r i a l Society (two, two, t h r e e , mentions r e s p e c t i v e l y ) : Henley -
A d m i n i s t r a t i v e S t a f f College (two by l a r g e , three by medium companies). 
Polytechnics and l o c a l t e c h n i c a l colleges were mentioned s i x times (one 
three, two r e s p e c t i v e l y ) as was the Outward Bound type of management courses 
( f i v e , one, one r e s p e c t i v e l y ) . Five mentions of the London or Manchester 
Business School were made by medium companies but only two o f LBS by a 
large company. And f i v e mentions were made of PE management consultants 
and t h e i r t r a i n i n g centre at Sundridge Park (two by l a r g e , three by medium 
companies). Other i n s t i t u t i o n s such as Bradford Management Centre and 
C r a n f i e l d were both mentioned once by one large and one medium company. 
Harvard courses (held i n the UK) were mentioned three times (two l a r g e , 
one medium). Both the BIM and IPM were r e f e r r e d t o three times (two l a r g e , 
one s m a l l ) . However, i t was only i n small companies t h a t mention was made 
of T r a i n i n g Within I n d u s t r y (once) and the TACK o r g a n i s a t i o n (twice) 
Organisations used f o r management education 
Mentioned by Large Medium Small 
Ashridge Management College 3 
I n d u s t r i a l Society 2 
A d m i n i s t r a t i v e S t a f f College (Henley) 2 
Po l y t e c h n i c s / l o c a l t e c h n i c a l colleges 1 
Outward Bound type courses 5 
LBS or MBS 2 
PE management consultants (Sundridge Park) 2 
Bradford Management Centre 1 
C r a n f i e l d 
Harvard Courses 2 
BIM 2 
IPM 2 


























24 23 12 59 
/Coverdale 1/ 
There i s a tendency t o use l o c a l organisations so t h a t costs are 
minimized and t h i s w i l l r e s t r i c t choice and perhaps account f o r the 
greater number of polytechnics and l o c a l colleges mentioned by small and 
medium companies. Another f a c t o r i s t h a t the i n s t i t u t i o n a l a f f i l i a t i o n s 
are l i k e l y to be greater the l a r g e r the company and t h i s may w e l l i n f l u e n c e 
choice. While there are no surp r i s e s i n the organisations used, the 
frequent mention o f the Outward Bound type courses i s n o t i c e a b l e and seems 
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s u r p r i s i n g l y high given the r a t h e r e x o t i c nature o f these courses. The 
courses are r a t h e r rigorous management leadership courses much acclaimed 
by some respondents even t o the extent t h a t i n one medium company a 
d i r e c t o r had said he's "not promoting anybody beyond a c e r t a i n l e v e l unless 
they've been to Brathey." An advertisement f o r one such course runs 
"Discover the f u l l p h y s i c a l and mental p o t e n t i a l o f your employees when 
challenged by problems outside t h e i r normal experience. These courses... 
allow you to evaluate the characters of employees, increase t h e i r confidence 
and t r u s t i n each other and encourage teamwork." ( I n d u s t r i a l § Commercial 
T r a i n i n g , 1980, p.77). 
Each o f the Big Six companies were h e a v i l y i n v o l v e d i n one or another 
type of management t r a i n i n g programme. Two companies were e x t e n s i v e l y 
engaged i n c o u n s e l l i n g s k i l l s f o r a l l t h e i r managers (both HQs were i n the 
same l o c a t i o n ) . Others had, i n the past, been v a r i o u s l y involved i n schemes 
such as MBO, Action-Centred Leadership, A c t i o n Learning. But each one o f 
these schemes had been replaced by another, g i v i n g support to the claim 
t h a t there are fads and fashions i n management development. One large 
company " u n t i l r e c e n t l y was one o f the companies which from top t o bottom, 
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very widely applied t o a c t i o n centred leadership management t r a i n i n g . " 
And t h i s had 
"very good courses, very successful - people bought i t - but 
there has been a change of emphasis. Instead of a manager 
and h i s s t a f f being d e a l t w i t h on a one-to-one b a s i s , now 
you develop team work, people work i n teams and so there i s 
now a very s u b s t a n t i a l investment i n Coverdale...". 
While Coverdale had not t o t a l l y displaced ACL i n a l l the OCs 
"where i t s /Coverdale/ not r i g h t i s where management s t y l e 
i s f a i r l y a u t o c r a t i c and doesn't see any reason why other 
people ought t o be involved and the people themselves don't 
want to be, then t h a t s t y l e o f management i s b e t t e r served 
by ACL.. .". 
Not only i s there some evidence o f fads w i t h i n companies, there also 
seem to be fads w i t h i n the i n d u s t r y . 
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COVERDALE TRAINING 
While the Outward Bound courses have achieved a number of converts, 
i t i s regarding Coverdale t r a i n i n g t h a t there i s amazing u n i f o r m i t y . I n 
5 of the b i g companies (the t o p i c was not mentioned i n the other i n t e r v i e w 
due t o lack of time) and i n one medium company, extensive use had been 
made o f Coverdale t r a i n i n g , and three of these companies were c u r r e n t l y 
very involved w i t h i t . Why t h i s p a r t i c u l a r type of t r a i n i n g should have 
been used by a l l these companies i s by no means c l e a r , but as the Coverdale 
Organisation does not a d v e r t i s e i t seems t h a t word o f mouth recommendation 
must be reasonable f o r i t s p o p u l a r i t y . C e r t a i n l y , t h a t i s the view o f 
the Coverdale Organisation (given i n a l e t t e r ) . I t does, however, appear 
to be c l e a r evidence o f the l i n k s which e x i s t between, and the i n f l u e n c e 
exerted by, companies w i t h i n the brewing i n d u s t r y , and o f the extent t o 
which d i f f u s i o n o f a p r a c t i c e has taken place. V a r i o u s l y c a l l e d ' i n t e r -
a c t i v e s k i l l s development'; 'self-development of i n d i v i d u a l s ' i t i s used 
as p a r t o f i n d i v i d u a l manager development programmes. I t has been used 
i n great depth i n some organisations - indeed i n some companies a l l l e v e l s 
of managerial employees down t o and i n c l u d i n g supervisors. The t r a i n i n g 
programme, c a l l e d 'The p r a c t i c e of management p r i n c i p l e s ' i s run i n two 
p a r t s . Senior managers go on p u b l i c courses where managers from other 
companies such as IBM, I C I , S h e l l , as w e l l as other breweries w i l l be 
present. Courses i n t e r n a l t o the company are also run f o r supervisors 
and middle managers. Part Two courses tend t o be p u b l i c . The cost o f 
Coverdale according t o one company v i s i t e d i n e a r l y 1980 i s approximately 
£260 f o r Part 1 and £380 f o r Part 2, so i n one company which has put 100 
managers through Part 1 and 50 through Part 2, the cost t o date amounts t o 
£45,000 - q u i t e a considerable investment i n management development, i n an 
area i n which e v a l u a t i o n i s n o t o r i o u s l y d i f f i c u l t . One large brewing company 
was estimated by an observer ( f r e e - l a n c e c o n s u l t a n t / j o u r n a l i s t ) t o have spent 
somewhere i n the r e g i o n o f £^ m i l l i o n on i t . 
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I t i s notable t h a t Coverdale enjoys p o p u l a r i t y i n two other i n d u s t r i e s : 
petroleum and chemical, both of which to a g r e a t e r extent than brewing are 
continuous process i n d u s t r i e s . Coverdale was f i r s t used by Esso -
Ralph Coverdale when he l e f t Esso t o set up h i s own consultancy company 
had, as h i s f i r s t customer, Esso and i t was n a t u r a l t o move i n t o other 
large process i n d u s t r i e s l i k e I C I . Another p a r a l l e l i n these three i n d u s t r i e s 
i s t h a t they have a l l counted on f a i r l y h e a l t h y p r o f i t s - though i n brewing 
and chemicals the large p r o f i t s and r a p i d growth o f the l a s t decade are no 
longer being maintained. As w i l l be seen l a t e r , brewing i s an i n d u s t r y i n 
which there i s a great deal of i n t e r f i r m contact and i f t h i s has c o n t r i b u t e d 
to the p o p u l a r i t y o f Coverdale t r a i n i n g , as seems l i k e l y , then i t i s 
possible t o conjecture t h a t i n the petroleum and chemical i n d u s t r i e s s i m i l a r l y 
close contacts are maintained. In other words, the degree of i n t e r - f i r m 
contact might w e l l i n f l u e n c e the existence o f fads and fashions. (Of course, 
the p u b l i c i t y given t o the a c t i v i t i e s o f large companies i n p a r t i c u l a r may 
also be a f a c t o r here. For instance, the involvement of companies such as 
United B i s c u i t s , IBM, Courtaulds, Unigate i n Coverdale t r a i n i n g was reported 
i n the F i n a n c i a l Times i n A p r i l 1977). See Ganguin, 1977. 
As regards the i n f l u e n c e of one f i r m upon another and one f i r m say, 
a c t i n g as a f i e l d - l e a d e r , i t i s d i f f i c u l t t o make any claims. Respondents' 
reports of the companies which had f i r s t taken up Coverdale c o n f l i c t e d , 
although i n no instances were companies wrongly imputed t o have used 
Coverdale. While the FDTITB might play a p a r t i n f o s t e r i n g the p o p u l a r i t y 
i t i s u n l i k e l y t h a t i t does more than recommend:- while they would have a 
'good word' f o r Coverdale "they wouldn't push us" according t o the Coverdale 
Organisation. But i t seems as though some spreading of Coverdale took place 
under the auspices of the Inter-Brewery T r a i n i n g Group of the Brewers Society 
and one man (now r e t i r e d ) who was impressed by the idea appears t o have 
promoted a good deal o f i n t e r e s t i n i t according t o the Coverdale Organisation. 
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Two questions a r i s e regarding Coverdale: one, i f fads are t o be found 
w i t h i n the i n d u s t r y , why i s t h i s the case? I f , as has been suggested by 
Cherns, (personal communication) schemes l i k e Coverdale and Outward Bound 
enjoy p o p u l a r i t y because they do not s t r u c t u r a l l y a f f e c t the o r g a n i s a t i o n 
but deal only w i t h r e l a t i o n s h i p s between i n d i v i d u a l s , then Coverdale can 
be seen as an expensive but non-threatening attempt t o be i n n o v a t i v e . Indeed 
t h i s type of change i s 'safe' the o r g a n i s a t i o n remains the same, g i v i n g 
support t o Schon's (1971) idea o f the 'dynamic conservatism' i n o r g a n i s a t i o n s . 
I t could also e x p l a i n why B r i t i s h i n d u s t r y , a t any given moment, seems t o 
be adapting t o changing circumstances while i n r e t r o s p e c t i t seems r e l a t i v e l y 
unchanging. Of course, packages l i k e Coverdale are much easier t o convey 
v e r b a l l y than s o c i a l changes are. Because such changes are expensive and 
may, to some exte n t , i n v o l v e f o l l o w i n g a f a s h i o n , t h e i r implementation 
might be bragged about - the i n v i s i b l e f o l l o w i n g of fashion would appear t o 
have few rewards. Through using such 'packages' an und e r l y i n g u n w i l l i n g n e s s 
t o change (a c o n d i t i o n which i s not n e c e s s a r i l y p a t h o l o g i c a l ! ) may be 
disguised as 'innovativeness'. Perhaps the existence of fads p o i n t s t o an 
underlying awareness of malaise i n organisations f o r which remedies are 
always being sought and t h a t such programmes merely r e f l e c t a constant desire 
or need to improve performance i n a low-growth era of the brewing i n d u s t r y . 
Or Ralph Coverdale might have been a most convincing salesman! Coverdale 
t r a i n i n g , w i t h i t s emphasis on 'the team' and 'the group' may have achieved 
p o p u l a r i t y because i t g e l l e d w i t h other ideas popular at the time, e.g. 
p a r t i c i p a t i o n and 'working together'. The accent and focus on managers 
r a t h e r than shop f l o o r workers p o i n t s t o a change i n perception i n companies 
as to the l e v e l of employees through which e f f i c i e n c y and p r o f i t a b i l i t y 
88 
can be increased. Thus, the F i n a n c i a l Times re p o r t s on the adoption o f 
Coverdale by Watney Mann " u l t i m a t e l y i t i s Watney's hope t h a t a more e f f e c t i v e 
management performance w i l l mean a b e t t e r performance and p r o f i t a b i l i t y on 
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the p a r t of the company." ( C r i s p , 1978). But the most p l a u s i b l e 
explanation i s t h a t i n such a t i g h t - k n i t i n d u s t r y where companies are 
f a c i n g s i m i l a r problems, s o l u t i o n s adopted by one (presumably successful) 
company w i l l be f a i r l y r a p i d l y adopted by others. I n other words, the 
i n d u s t r y may be an i m i t a t i v e , r a t h e r than an i n n o v a t i v e one. 
The second question which a r i s e s , i s why do o r g a n i s a t i o n s adopt the 
same scheme despite d i f f e r e n c e s i n management climate? While a great deal 
of e f f o r t and money i s expended i n the i n d u s t r y on d i s t i n g u i s h i n g almost 
i n d i s t i n g u i s h a b l e products, i t i s s u r p r i s i n g t o f i n d such a degree of 
i m i t a t i o n . To some exte n t , i t might be explained by the b e l i e f w i t h i n an 
i n d u s t r y t h a t i t i s d i f f e r e n t from other i n d u s t r i e s . Therefore, a programme 
which has apparently been successful i n one company overcomes r e s i s t a n c e 
otherwise encountered by new ideas. Or i m i t a t i o n might be explained because 
the company using i t i s p r o f i t a b l e , or respected, or a well-monitored compet-
i t o r - as one FDTITB respondent remarked "economic performance r e g i s t e r s " 
as regards i m i t a t i o n . But given the claims o f respondents t h a t brewing was 
becoming i n c r e a s i n g l y c o m p e t i t i v e , d i f f e r e n t i a t i o n r a t h e r than i m i t a t i o n 
would have been expected - or perhaps i n the brewing i n d u s t r y confidence 
i n one's company i s not overwhelming. No d e f i n i t i v e answers can be given 
t o these questions but i t i s an area which would be most rewarding t o 
research f u r t h e r . 
ATTITUDES TO MANAGEMENT EDUCATION 
No matter how many organisations and how much money i s spent on 
management education and development, as noted e a r l i e r , i t s p o t e n t i a l 
impact depends on the a t t i t u d e s t o i t w i t h i n companies. I f there i s a 
b e l i e f i n , and commitment t o , management education then t h i s p o t e n t i a l 
impact i s high. I f n o t , the p o s s i b l e c o n t r i b u t i o n o f subjects such as 
i n d u s t r i a l sociology which might be p a r t of the c u r r i c u l u m i s much reduced. 
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I t was t o be expected t h a t laudable sentiments would be expressed 
about commitment t o management education, and indeed, i n some cases they 
were: e.g. (small company personnel manager) "strong commitment from the 
Chairman down". But some t h o u g h t f u l comments were made: (medium company 
t r a i n i n g manager) "They /sen i o r managers/ are sometimes c y n i c a l about the 
outcome o f things but so am I . Our approach t o these s o r t s o f thi n g s 
/management development programmes/ i s c e r t a i n l y not t o go s t a r r y eyed." 
And a t r a i n i n g manager from a large HQ remarked: 
"on the management course, the assessment of standards, the 
assessment of performance i s very d i f f i c u l t t o be precise 
about any improvement which might take place as a r e s u l t of 
t h a t course. C e r t a i n l y , our o v e r a l l f e e l i n g i s t h a t peoples' 
performance does improve, otherwise we wouldn't do i t . " 
However, a number of f u r t h e r comments on the t o p i c of management 
education were made and demonstrate past and present a t t i t u d e s t o management 
t r a i n i n g . Three companies, two small and one medium, mentioned t h a t i t i s 
the people on the course r a t h e r than the course content which matters. I t 
i s the meeting of people from other breweries, from other i n d u s t r i e s and 
from a range o f size o f companies, which i s valued so t h a t common problems 
can be discussed or i t can be seen how others cope w i t h s i m i l a r problems. 
A l t e r n a t i v e l y , i t i s the contacts which can be made and used i n the f u t u r e 
(when the need arises ) which are valued (small company personnel manager) 
" i n any management course, the p u p i l s get f a r more out o f bar and the 
s o c i a l l i f e , i n mixing w i t h other people - and I*m a great b e l i e v e r i n 
sending people on courses w i t h a c a t h o l i c range o f companies r a t h e r than 
brewing companies." I t was p a r t i c u l a r l y i n the small companies t h a t doubts 
were expressed about management education e.g. " I t h i n k i t ' s got i t ' s p a r t 
to play but i t ' s o verrated,..."; 
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" I t h i n k i t ' s worthwhile as long as you sel e c t the r i g h t 
managers t o go. I t h i n k one can waste a l o t o f time, 
e f f o r t and money w h i l e t r a i n i n g , or g i v i n g the wrong 
people... the m a j o r i t y of our managers have come up the 
hard way, so t o speak, and achieved t h e i r p o s i t i o n a f t e r 
many years o f p r a c t i c a l experience and r e a l l y , a l o t of 
them wouldn't respond t o the s o r t o f t r a i n i n g t h a t i s 
given now." 
Again the long-term nature of the investment i n management t r a i n i n g was 
mentioned by two small companies and the f a c t t h a t having fewer managers 
made i t more d i f f i c u l t t o release them f o r t r a i n i n g . The d i f f i c u l t y i n 
evalu a t i n g the costs and b e n e f i t s o f management education i s p a r t i c u l a r l y 
important t o the small companies which have fewer i n t e r n a l resources, and 
perhaps accounts p a r t i a l l y f o r the slow take-up o f management education by 
small companies. 
One i m p l i c a t i o n o f t h i s i s t h a t i f i t i s through management education 
t h a t s o c i a l science ideas enter o r g a n i s a t i o n s , then small companies are 
disadvantaged i n t h i s respect. A p o i n t t h a t w i l l be returned t o l a t e r . 
I n one medium sized company, i t was obvious t h a t the OC was undertaking 
management education and developing a long term s t r a t e g y s o l e l y due t o the 
i n t e r v e n t i o n o f HQ. S i m i l a r l y i n a small company "To be honest, i f i t 
weren't f o r the Board and the levy and so on which tends t o j o l l y us along, 
I t h i n k we wouldn't do as much, although perhaps t h a t ' s being a l i t t l e 
u n f a i r . " changing a t t i t u d e s were remarked upon i n one medium company: 
" f o r the past 4 or 5 years I t h i n k senior management has taken an 
even more e n t h u s i a s t i c a t t i t u d e towards t r a i n i n g and development 
than they d i d before. Before we had some o l d i e s on senior 
management and on the Board who, sometimes one f e l t , d i d n ' t 
q u i t e say but wanted t o i n f e r t h a t they d i d n t have any t r a i n i n g 
so why should anybody else have i t . " 89 
I t was i n i t i a l l y s u r p r i s i n g t o f i n d t h a t i t was i n three o f the medium 
sized companies t h a t the greatest enthusiasm f o r management education was 
expressed. However, on r e f l e c t i o n i t seems probable t h a t large companies 
may have a more i n b u i l t acceptance of the existence and b e n e f i t s o f 
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t r a i n i n g , but i t i s i n the medium sized companies t h a t t h i s acceptance i s 
now growing, while the small firms s t i l l have t o reach t h i s stage. The 
more i n s t i t u t i o n a l i s e d nature o f the b i g companies' t r a i n i n g might account 
f o r the less e n t h u s i a s t i c responses. I t i s also obvious, as w i l l be seen 
below, t h a t the ITBs have had a marked impact on the medium, and a growing 
i n f l u e n c e on s m a l l , companies. 
INDUSTRIAL TRAINING BOARDS 
The I n d u s t r i a l T r a i n i n g Board (ITB) i s one possible source o f 
i n f o r m a t i o n on the s o c i a l sciences. The brewing i n d u s t r y comes w i t h i n the 
scope o f two ITBs: the Food, Drink and Tobacco ITB and the Hotel and 
Catering ITB. The amount of contact w i t h each v a r i e s according t o the 
a c t i v i t i e s o f the company, e.g. i f there are few t i e d houses there w i l l be 
less contact w i t h the HCITB and more w i t h the FDTITB. Many companies had 
s t a f f on ITB and other committees such as the Brewers Society I n d u s t r i a l 
T r a i n i n g Managers Committee which l i a i s e s w i t h the ITBs. 
Less mention of ITBs was made i n large than i n small or medium companies 
where the respondents were more l i k e l y t o have f i r s t hand contact w i t h the 
ITBs due t o less s p e c i a l i s e d and d i s c r e t e management f u n c t i o n s . Opinions 
of ITBs v a r i e d and seemed to depend on ITB personnel. Thus a t one medium 
HQ the HCITB 
"are o f t e n doing work and running t r a i n i n g f o r us. They are 
more r e g u l a r v i s i t o r s t o various areas o f the group - they 
see t h e i r r o l e r a t h e r more i n s p e c t o r i a l l y than the FDTITB. 
I t changes of course from time t o time, depending who's t h e r e . " 
However, while a l l the medium companies spoke of close or strong contacts 
w i t h ITBs, and mainly the FDTITB, small companies were o f t e n c r i t i c a l : " I 
t h i n k they're a dead loss - I would a b o l i s h them"; "the t r a i n i n g boards 
don't get i n touch w i t h each o t h e r " so t h a t "you end up w i t h 26 views o f 
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c o n s u l t a t i o n " . Only one small company made no c r i t i c i s m o f the ITBs 
and, having only r e c e n t l y come w i t h i n the scope o f the FDTITB, found i t 
to be "very, very h e l p f u l " . 
There are a number of p o s s i b l e explanations f o r the more c r i t i c a l 
views of the small breweries: 
90 
1. Exemption from levy i s by no means assured or easy t o o b t a i n and 
many small companies would f i n d t h e i r resources s t r e t c h e d t o add the 
r e s p o n s i b i l i t y of t r a i n i n g t o a manager's other d u t i e s . 
2. As noted above, the b e n e f i t s o f management education are hard t o 
evaluate or assess. This may also apply t o other types of t r a i n i n g 
where there i s l i t t l e immediate or v i s i b l e p a y - o f f , reducing the 
a t t r a c t i v e n e s s of t r a i n i n g expenditure. 
3. Lacking s p e c i a l i s t s , the small company may be more u n c r i t i c a l o f the 
courses i t chooses and thus more l i k e l y , or more n o t i c e a b l y , than 
the l a r g e r companies to s e l e c t the wrong ones. 
For any of these reasons, small companies may t h e r e f o r e have a r e l a t i v e l y 
smaller chance o f p i c k i n g up s o c i a l science or any other new ideas. 
Nevertheless, ITBs do appear t o f o s t e r t r a i n i n g as one Big HQ personnel 
manager put i t : " I suppose l i k e most organisations we have t o be 
r e a l i s t i c and recognise t h a t one reason we're doing some o f our t r a i n i n g i s 
to make sure we don't have to pay out a l o t o f money t o the t r a i n i n g board." 
and thus, perhaps ITBs also f o s t e r the p o s s i b i l i t y of s o c i a l science 
i n p u t s . While ITBs may not be one o f the major mechanisms through which 
s o c i a l science i s conveyed, i t was seen as an important s o c i a l science 
i n f o r m a t i o n resource by three respondents (two medium, one s m a l l ) . Also the 
ITBs have been involved i n a v a r i e t y of p r o j e c t s : as e x t e r n a l consultants i n 
the layout and design o f a new t r a i n i n g centre; as h e l p i n g devise a programme 
to a l t e r senior management a t t i t u d e s t o man-management and union r e l a t i o n -
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ships, etc. Thus through involvement i n various programmes w i t h i n 
o r g a n i s a t i o n s , the ITBs p o t e n t i a l l y do have an important r o l e t o play i n 
d i f f u s i n g i d e a s . ^ 
MANAGERS AND READING 
There i s one p a r t i c u l a r method through which ideas have t r a d i t i o n a l l y 
been seen as d i f f u s i n g - through p r i n t e d matter. I t i s i n t h i s area t h a t 
there was a somewhat s t r i k i n g f i n d i n g : t h a t managers i n the brewing 
i n d u s t r y appear t o spend l i t t l e time reading work r e l a t e d l i t e r a t u r e . 
The amount o f time spent reading was a question which many respondents 
evaded, indeed only ten respondents gave a s p e c i f i c amount of time which 
they spent reading. Thus, there were a number of comments such as " h a r d l y 
any time"; "very l i t t l e time at work"; "mainly a t weekends" etc. Of the 
ten who gave a f i g u r e , one s a i d he spent the equivalent of one day per 
week on reading, two said four hours per week (one of these p a r t i c u l a r l y 
needs t r e a t i n g w i t h s c e p t i c i s m ) ; s i x s a i d between one and two hours per 
week, and one not more than one hour per week. Thus the average reading 
time per week f o r these respondents i s about two and a h a l f hours. Taking 
a l l the respondents together i t seems u n l i k e l y t h a t any more than h a l f an 
hour on average per day i s spent reading. These f i n d i n g s are even more 
s t r i k i n g when i t i s remembered t h a t the reading o f newspapers at work was 
included i n these f i g u r e s . Estimates o f reading time do seem t o bear some 
r e l a t i o n t o the s i z e o f company. Three o f the respondents i n small compani 
said they spent very l i t t l e time reading, but t h i s was also the case i n two 
of the medium OCs. I t was at the HQs of the large and medium brewers t h a t 
the greatest amount of reading time was asserted, although t h i s was not 
always so. Three respondents claimed t h a t they d i d t h e i r reading at home, 
at the weekend, or w h i l e they were on long journeys but i n none o f these 
instances would they give a f i g u r e . Very l i t t l e can be s a i d w i t h any 
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confidence here, but i t seems l i k e l y t h a t h a l f an hour per day i s the 
maximum average time given to reading at work. This f i n d i n g i s not 
d i s s i m i l a r t c Stewart's (1967) who found managers spent on average only 
2% o f t h e i r time (approximately h hour per week on reading work l i t e r a t u r e 
which o r i g i n a t e d outside the company (p.41). Blagden, on the o t h e r hand, 
i n h i s study o f BIM L i b r a r y users found t h a t average reading at work was 
3.6 hours per week (1978, p.134), and average reading time outside work 
averaged f o u r hours per week (1978, p.135). While Stewart (1967) r e p o r t e d 
only one manager read at home, Blagden goes on t o note t h a t asking open-
ended questions on reading time " i s not e n t i r e l y s a t i s f a c t o r y and can .... 
be regarded more as a measure o f importance r a t h e r than a c t u a l time 
spent. (1978, p.135). Indeed some o f the f i g u r e s which were given may have 
been exaggerated. I n two i n t e r v i e w s , at l e a s t , the respondent l a t e r 
c o n t r a d i c t e d an e a r l i e r claim. I t was obvious t h a t some respondents were 
very defensive about t h e i r reading h a b i t s , there being a few comments on 
the l i n e s o f " I ought t o read the F i n a n c i a l Times but don't..."; " I lead 
a very h e c t i c l i f e and I'm a f r a i d I don't read - i n f a c t , h a r d l y at a l l , 
other than the F i n a n c i a l Times on a r e g u l a r b a s i s . " 
Both the reluctance t o answer the question i n d e t a i l and the defensive-
ness were perhaps explained by a comment from a t r a i n i n g manager i n a Big 
Six HQ: " I always f e e l a b i t g u i l t y i f someone comes i n and I'm reading... 
and i f I'm reading the paper..." and h i s colleague said o f the time he 
spends reading " I f e e l g u i l t y always, so i t tends t o be snatched." The 
greater v i s i b i l i t y o f managers i n small companies may i n p a r t e x p l a i n why 
they spend less time reading. S i m i l a r l y , i n small companies where dual 
functions may be h e l d , the m a t e r i a l t o be covered i s g r e a t l y increased -
t h i s p o i n t being made by a personnel manager who had r e c e n t l y also been 
given r e s p o n s i b i l i t y f o r the s a f e t y s i d e . The even i n c r e a s i n g amount o f 
i n f o r m a t i o n w i t h which managers are faced has been commented on elsewhere: 
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Thus "The simple f a c t i s t h a t w h i l e the amount o f m a t e r i a l t h a t could be 
read increases the time a v a i l a b l e f o r reading remains unchanged; the 
i n e v i t a b l e consequence of these two conditions i s t h a t a smaller and 
smaller p r o p o r t i o n of what i s w r i t t e n i s being read by any i n d i v i d u a l . " 
(Keegan, 1968, p.12). 
Asked what they read i n the way o f newspapers and j o u r n a l s , a t o t a l 
o f 115 magazines and j o u r n a l s were mentioned and 64 newspapers, t h i s 
averaging out at somewhere between fo u r and f i v e j o u r n a l s or magazines and 
two newspapers per day, w i t h only h a l f the respondents reading a Sunday 
newspaper. This f i n d i n g i s s i m i l a r t o A g u i l a r ' s , "A t y p i c a l reading load 
f o r a manager appeared to in c l u d e the f o l l o w i n g : one or two newspapers, an 
equal number o f general p u b l i c a t i o n s (e.g. Time, Newsweek, Fortune, 
Business Week), three or fo u r trade p u b l i c a t i o n s t h a t were skimmed ( o f t e n 
j u s t the t a b l e of c o n t e n t s ) , a bank n e w s l e t t e r or a p r i v a t e service t o 
which the company might subscribe, and the occasional c l i p p i n g of an a r t i c l e 
t h a t a manager received from others, marked f o r h i s a t t e n t i o n . " (1967, p.88) . 
The r e s u l t s regarding newspapers should be t r e a t e d w i t h c a u t i o n : the 
Times and the Sunday Times were not being p r i n t e d when the i n t e r v i e w s took 
place - ei g h t respondents mentioned t h e i r absence - and the normal reading 
p a t t e r n s may t h e r e f o r e be d i f f e r e n t . Of the newspapers which were mentioned 
the F i n a n c i a l Times was most popular - 19 respondents read i t , f o l l o w e d 
by the D a i l y Telegraph, 14 respondents. Only fo u r read the Guardian, two 
the D a i l y Mail and one each the D a i l y M i r r o r , the D a i l y Express, and the 
Morning Star', And two respondents s a i d they read trade union newspapers. 
The brewing i n d u s t r y has i t s own d a i l y newspaper, the Morning A d v e r t i s e r , 
and nine respondents mentioned i t . Three mentions were also made of 
r e c e i v i n g l o c a l papers. Only two respondents d i d not take a d a i l y news-
paper. There d i d seem to be some r e l a t i o n s h i p between s i z e of company and 
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number of newspapers taken, or at l e a s t at the HQs o f large and medium 
companies, there tending t o be three mentioned by these respondents ( i n 
s i x out of e i g h t cases) while there was l i t t l e d i f f e r e n c e between the OCs 
o f the large and medium companies and the small breweries. 
Of the 115 j o u r n a l s and magazines which were mentioned, the t h r e e most 
o f t e n r e f e r r e d t o were: Personnel Management: 20; Management Today: 16; 
Incomes Data Services 16. Three p u b l i c a t i o n s were mentioned on e i g h t 
occasions, I n d u s t r i a l Relations Review and Reports, I n d u s t r i a l Society and 
BIM B u l l e t i n s . And a f u r t h e r three p u b l i c a t i o n s were mentioned more than 
twice: IR Law Reports 3; CBI Review 4; Harvard Business Review 4. Other-
wise there was a range o f j o u r n a l s mentioned, some Of which could be seen 
as academic: as noted above, the HBR 4; Sloan Management Review 1; B r i t i s h 
Journal o f I n d u s t r i a l Relations 1; B u l l e t i n o f the B r i t i s h Psychological 
Society 1- Journal o f Applied Behavioural Sciences; New Society 1. 
Altogether 33 d i f f e r e n t p u b l i c a t i o n s were mentioned. One curious f e a t u r e 
o f the j o u r n a l s mentioned i s the d i s p a r i t y between j o u r n a l s read and 
i n s t i t u t i o n a l membership: 
Journal No. o f times I n d i v i d u a l Company 
mentioned Membership Membership 
Personnel Management (IPM) 20 12 
I n d u s t r i a l Society (IS) 8 - 17 
BIM B u l l e t i n s e t c . (BIM) 8 3 20 
C.B.I. 4 14 
T r a i n i n g (ITO) 2 3 8 
A s s o c i a t i o n of Teachers o f Management 1 2 -
- 319 -
One f a c t o r t o account f o r the d i s p a r i t y may be the i n f r e q u e n t p u b l i c a t i o n 
o f some magazines, so t h a t they are less q u i c k l y brought t o mind. Perhaps 
corporate membership and the automatic r e c e i p t of a j o u r n a l means less 
i n t e r e s t and a t t e n t i o n given t o these than t o a p u b l i c a t i o n which i s 
s p e c i f i c a l l y requested and/or paid f o r p e r s o n a l l y . T h i r d l y , p u b l i c a t i o n s 
from bodies such as the CBI may not be read or d i s t r i b u t e d beyond board 
l e v e l . I t cannot be assumed, however, t h a t i n s t i t u t i o n a l membership or 
a f f i l i a t i o n means t h a t the i n s t i t u t i o n ' s p u b l i c a t i o n s are read. Just as 
the i n f o r m a t i o n which enters organisations i s s i f t e d , so also i s the 
i n f o r m a t i o n which i s attended t o . 
While the number o f j o u r n a l s mentioned by respondents averaged between 
f o u r and f i v e per person, i t has t o be remembered t h a t the number o f times 
per annum t h a t these are issued v a r i e s . Of the most popular Personnel 
Management and Management Today are produced monthly, whereas IDS and 
IRRR are produced f o r t n i g h t l y , and I n d u s t r i a l Society, HBR, and BIM 
b u l l e t i n s are produced s i x times per annum. I f the p u b l i c a t i o n s are weighted 
f o r the number o f issues t h a t come out, i t appears t h a t j u s t over one 
p u b l i c a t i o n i s read each week. Taken i n c o n j u n c t i o n w i t h the newspaper 
reading, i t seems t h a t 30 minutes per day spent on reading two d a i l y 
newspapers and approximately one j o u r n a l or s i m i l a r p u b l i c a t i o n each week 
i s reasonable. 
I n looking at the number o f p u b l i c a t i o n s which respondents sa i d they 
received there i s some r e l a t i o n s h i p to s i z e of company. Small companies 
mentioned on average s i x p u b l i c a t i o n s ; medium companies averaged j u s t over 
seven; w i t h the informed amateurs metnioningnine and 19 p u b l i c a t i o n s 
r e s p e c t i v e l y . Large OCs averaged j u s t over e i g h t w h i l e large HQs averaged 
over 11 p u b l i c a t i o n s . Thus i t seems t h a t the l a r g e r the company, the 
l a r g e r the number o f p u b l i c a t i o n s received, except i n the case o f the medium 
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companies - one of which was the HQ and the other was an OC, but an OC 
which d i d not r e l y on HQ f o r i n f o r m a t i o n . I t i s possible t h a t i t i s the 
existence of an a d m i n i s t r a t i v e centre, which does not have t o cope w i t h 
day-to-day f i r e f i g h t i n g problems, but whose f u n c t i o n i s to monitor and 
provide i n f o r m a t i o n on a long-term basis which i s important here. While 
by no means conclusive, those respondents i n the HQs of large and medium 
companies which d i d put a f i g u r e t o t h e i r reading time, tended t o claim a 
comparatively long time was spent reading each week: one day per week, 
fou r hours per day, e t c . But no claims can be made here, based as i t i s , 
on such a few cases. 
I t i s extremely hard t o judge what use i s made o f p u b l i c a t i o n s , but i n 
a number o f i n t e r v i e w s some reference was made t o "trade rags l i k e the 
Morning A d v e r t i s e r which I skim r a t h e r than read", q u i c k l y looking at the 
contents page; or " t o be honest, I read the vacancy ads". Also p u b l i c a t i o n s 
compete w i t h a l l the other w r i t t e n i n f o r m a t i o n t h a t enters an o r g a n i s a t i o n . 
"Managers gen e r a l l y do f e e l there i s too much t o read. The T r a i n i n g 
O f f i c e r - the amount o f i n f o r m a t i o n he gets i s tremendous - got t o get i t 
pruned down. There i s q u i t e a technique of l e a r n i n g t o throw away q u i c k l y . " 
Then again "Professional j o u r n a l s tend t o be unread or saved up..."; "you 
tend t o s k i p through r a t h e r than read d e t a i l e d . . . and i f you can't see an 
immediate s o r t o f b e n e f i t , then you're not going t o go i n t o i t too deeply 
at t h a t time." 
S i m i l a r l y , evaluations v a r i e d o f the p u b l i c a t i o n s which respondents 
received perhaps a f f e c t i n g how much time was devoted t o i t : "Incomes 
Data i s the most va l u a b l e " ; "Personnel Management - I spend very l i t t l e 
time reading i t . I t ' s not ever been o f any u s e f u l assistance i n the past 
and I have been i n the game f o r about 11 years." On the other hand the 
I.R.R.R. - " I f i n d t h a t q u i t e u s e f u l i n terras o f background reading, I skim 
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i t monthly j u s t t o see what's happening."; "again, the F i n a n c i a l Times 
gives you q u i t e a l o t o f things t o watch - I skim s o r t of labour pages -
background." Personnel Management - "The a r t i c l e s are abysmal - the bulk 
of them are academics upping t h e i r p roduction r a t i o - r e g u r g i t a t i n g o l d 
models." " I read the IPM magazine given a chance. I f i n d i t q u i t e 
i n t e r e s t i n g - some of the a r t i c l e s are p r e t t y good - I l i k e the graphics 
p a r t i c u l a r l y , I t h i n k they're extremely good." And at a small company 
"Personnel Management? The only t h i n g t h a t t u r n s me on there i s t o look at 
the jobs t h a t are a d v e r t i s e d . . . " The usefulness o f some reading may be 
dubious i f , as A g u i l a r found w i t h executives "They showed a tendency t o 
continue reading p u b l i c a t i o n s t h a t r e l a t e d t o previous r e s p o n s i b i l i t i e s 
and i n t e r e s t s and t o delay paying r e g u l a r a t t e n t i o n t o the u n f a m i l i a r 
p u b l i c a t i o n s covering new aspects of t h e i r j o b . " (1967, p.90) . 
Most comments were made about three p u b l i c a t i o n s : c r i t i c i s i n g a r t i c l e s 
i n Personnel Management, p r a i s i n g the F i n a n c i a l Times coverage, and p r a i s i n g 
the I.R.R.R. as 'background reading'. Thus t o make any c l e a r statements 
about reading a c t i v i t i e s i s d i f f i c u l t . Any data are suspect. Nowhere i s 
i t c l e a r e r t h a t perhaps too many areas were being i n v e s t i g a t e d - gr e a t e r 
d e t a i l i n t h i s area would have been most i n t e r e s t i n g . However, the f a u l t 
i s perhaps i n e v i t a b l e , and indeed a consequence o f e x p l o r a t o r y s t u d i e s . I t 
i s d i f f i c u l t f o r anyone t o judge the amount o f time spent reading. I t i s 
l i k e l y t h a t some exaggeration occurs when i n d i v i d u a l s f e e l defensive about 
t h e i r lack of reading: i n two i n t e r v i e w s , the respondents i n i t i a l l y asserted 
t h a t a f a i r amount of time was spent reading: 2 and 4 hours r e s p e c t i v e l y , 
yet i n both cases, l a t e r statements c o n t r a d i c t e d these claims. I n the 
l a t t e r case the respondent near the end of the i n t e r v i e w said regarding 
h i s reading "from one week t o another you very o f t e n don't have the time... 
U n f o r t u n a t e l y , I tend t o pack up here at s i x or seven and end up t a k i n g 
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them home and t r y i n g to glance through them at home." A somewhat d i f f e r e n t 
r e p l y t o h i s e a r l i e r confident statement of spending f o u r hours a week 
reading. 
S i m i l a r l y , what does reading e n t a i l ? 30 minutes a day f o r two news-
papers and perhaps a quick look at a magazine i s not a l o t o f time. Do 
glancing and skimming c o n s t i t u t e 'reading'? I t i s c e r t a i n l y what q u i t e a 
few of the respondents d i d . Mentions of j o u r n a l s , e t c . means l i t t l e w i t h o u t 
a corresponding appraisal o f the i n d i v i d u a l ' s opinion of them. There i s 
no way of knowing what, how and f o r how long a t t e n t i o n i s s t i m u l a t e d . Just 
looking at j o b vacancies means t h a t the p u b l i c a t i o n i s at l e a s t opened and 
the o p p o r t u n i t y t o have one's a t t e n t i o n caught i s correspondingly g r e a t e r . 
Thus i t i s impossible to gauge the importance of the 'academic' j o u r n a l s . 
Eight of these j o u r n a l s out o f a t o t a l o f 115 i s not a great number. A l l 
but one of these were mentioned by informed amateurs, the other being 
mentioned i n a large HQ. 
One f a c t o r which might have some e f f e c t i s the p o l i c y of the l a r g e r 
companies t o pay s u b s c r i p t i o n s t o a p r o f e s s i o n a l or other body f o r 
managers when i t i s r e l a t e d t o t h e i r j o b , as t h i s might r a i s e the number 
of p u b l i c a t i o n s which i n d i v i d u a l s receive. I t i s common p r a c t i c e f o r the 
large but not the small companies t o pay such s u b s c r i p t i o n s and might 
p a r t l y e x p l a i n the greater number o f p u b l i c a t i o n s mentioned i n large 
companies. 
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COMPANY CIRCULATION OF INFORMATION 
The a c t i v i t i e s of others i n the company i n i n f o r m a t i o n m o n i t o r i n g 
may be very important i n s o f a r as i n f o r m a t i o n i s passed on t o colleagues 
who have a presumed i n t e r e s t or b r i e f t o cover c e r t a i n areas. Only one 
of the small breweries and one medium sized company had a formal p r o v i s i o n 
f o r c i r c u l a t i n g c l i p p i n g s , p u b l i c a t i o n s or other i n f o r m a t i o n . Two of the 
medium companies, however, d i d have operating an i n f o r m a l p r a c t i c e of 
c i r c u l a t i n g i n f o r m a t i o n . I n one large OC there was an in f o r m a l y et no 
formal c i r c u l a t i o n . I n a l l other large OCs and HQs there was a formal 
c i r c u l a t i o n o f some type o f i n f o r m a t i o n although the coverage v a r i e d . And 
i n 3 HQs and 2 OCs there was also an i n f o r m a l passing on o f i n f o r m a t i o n . 
The i n f o r m a t i o n c i r c u l a t e d v a r i e d from magazines, newspapers c u t t i n g s , 
m i n i - b r i e f i n g s , Abstracts and Indexes. I n most cases, however, the 
c i r c u l a t i o n r e f e r r e d t o d i s t r i b u t i o n l i s t s f o r j o u r n a l s , but the procedure 
i s not ne c e s s a r i l y so for m a l . I n the small company the respondent explained 
how things were done: "Anything I get, I c i r c u l a t e i n my own area - I tend 
to look through them b a s i c a l l y , q u i c k l y , then I look out the things t h a t 
look of i n t e r e s t , I then pass them out and my people look at them and then 
we pick out items we f e e l should be c i r c u l a t e d t o other people on s a f e t y 
and so on." But i n f o r m a t i o n c i r c u l a t i o n p r a c t i c e s are not n e c e s s a r i l y as 
comprehensive as some i n OCs would want: 
"Central personnel do feed out spasmodically background m i n i -
b r i e f i n g . /The company_/ i s by no means as good as /_a previous 
company/ .... but i t i s q u i t e good at c i r c u l a t i n g key a r t i c l e s , 
some of these come out from c e n t r a l personnel, some from other 
f u n c t i o n s , depending on the su b j e c t . " 
The type o f i n f o r m a t i o n c i r c u l a t e d v a r i e d . I n one HQ: 
"they send t h i s out every day, press c u t t i n g s . I can't say 
there i s any d e f i n i t e p o l i c y . I mean I can't say t h a t a 
chap i n Management Services would be reading h i s j o u r n a l 
or whatever i t i s and would say 'that's good' and send t h a t 
to the personnel department - there's no guarantee." 
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I n another company where e x t r a c t s and c l i p p i n g s are c i r c u l a t e d : 
"but they are purely and s p e c i f i c a l l y f o r the Board t o do w i t h 
the brewing i n d u s t r y . As f o r other i n f o r m a t i o n being passed 
on, t h i s occurs very r a r e l y . On occasions somebody w i l l say 
t h i s was i n t e r e s t i n g or i f they want t o make a p o i n t about we 
don't pay enough, t h e y ' l l cut t h i n g s out and send i t through, 
but I'm not a great exchanger o f ideas or anything l i k e t h a t . " 
But i n f o r m a t i o n c i r c u l a t i o n can be r a t h e r a one-way t h i n g . One t r a i n i n g 
manager sai d " p a r t o f my job i s t o pass on i n f o r m a t i o n " yet i n f o r m a t i o n i s 
passed to him " o c c a s i o n a l l y , not very o f t e n - not w i t h i n the group. I 
get mofe I t h i n k - apart from what I read myself - from our p r o f e s s i o n a l 
i n s t i t u t i o n s or from outside sources, through t r a i n i n g boards, from contacts 
i n p o l y t e c h n i c s . " 
So the type and amount o f i n f o r m a t i o n c i r c u l a t e d v a r i e s a good d e a l , 
and the mere presence o f a formal or i n f o r m a l passing-on of i n f o r m a t i o n 
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does not n e c e s s a r i l y mean t h a t much i n f o r m a t i o n i s passed on. But t o 
the extent t h a t i n f o r m a t i o n flow i s f o s t e r e d , the l a r g e r companies appear t o 
enjoy most b e n e f i t . However, i t may be t h a t a formal system o f i n f o r m a t i o n 
c i r c u l a t i o n i s a necessity i n a large company where there are many d i f f e r e n t 
departments and where contact between people i s l i k e l y t o be more formal 
and p o s s i b l y less i n f o r m a t i v e . But i n small companies, communication 
problems may be few, f o r instance: "out of 150 we've got about t e n , i f 
you l i k e , middle and senior managers and t h a t ' s i t , i t ' s not a l o t o f 
people and i t doesn't take a l o t o f e f f o r t t o get them together." 
CONTACTS IN THE ACADEMIC WORLD 
One respondent mentioned t h a t i n f o r m a t i o n comes i n t o personnel 
departments not only through w r i t t e n m a t e r i a l but also from contacts w i t h 
people i n the academic and educational i n s t i t u t i o n s . 
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F i r s t o f a l l , p olytechnics and l o c a l c o l l e g e s . A good deal o f contact 
takes place here i n three main ways: courses run by polyte c h n i c s and 
through 'sandwich' students working i n l o c a l companies (5 mentions); 
through the t e a c h i n g / l e c t u r i n g a c t i v i t i e s o f some respondents (3) ; through 
the polytechnics c a r r y i n g out research work or a c t i n g , however i n f o r m a l l y , 
as consultants ( 5 ) . I n a l l but two o f the cases, contact was w i t h a 
poly t e c h n i c which was f a i r l y near the company. I n those two other cases, 
a s p e c i f i c contact w i t h one i n d i v i d u a l was pursued or maintained - contact 
was u n l i k e l y t o take place i n the event o f t h e i r departure. 
I t was i n the smaller companies t h a t greatest contact w i t h p o l y t e c h n i c s 
was mentioned, or r a t h e r , g r e a t e r s t r e s s was l a i d on the contact. The 
la r g e r companies tended t o have had more contact w i t h u n i v e r s i t i e s but t h i s 
was not always at a very high l e v e l . For instance, on the graduate m i l k 
round, through sandwich students, or i n one case where students v i s i t e d and 
worked i n a company f o r a couple of hours each week. Elsewhere, access 
f o r research was sometimes mentioned, and another two respondents s a i d 
"one gets a continuous stream o f o f f e r s " from u n i v e r s i t i e s and business 
schools and "we don't, I t h i n k , f i n d a great deal of use f o r t h e i r s e r v i c e s . " 
Only occa s i o n a l l y was reference made t o consultants from u n i v e r s i t i e s . 
Yet i n three cases, u n i v e r s i t y contacts were being ' c u l t i v a t e d ' , as one 
respondent put i t , and at the l e a s t the companies kept contacts up. On 
three occasions, personal contacts were mentioned and two respondents s a i d 
contact w i t h u n i v e r s i t i e s was only on the brewing (production) s i d e . None 
of the small breweries mentioned contact w i t h u n i v e r s i t i e s , and most mentions 
were made i n the large companies, w i t h only one large company - at both HQ 
and OC l e v e l - saying there was no contact w i t h u n i v e r s i t i e s . 
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Pre d i c t a b l y there appeared t o be greater contact w i t h business schools 
and management centres and t h i s was much more evenly d i s t r i b u t e d among a l l 
the companies. Again, a good deal o f contact was through courses, but 
f o r more advanced or senior l e v e l courses than those at p o l y t e c h n i c s . 
Whereas i n polytechnics employees were sent along t o various courses which 
were already running, i n Business Schools they seem t o r a i s e s p e c i a l courses, 
or help run in-company t r a i n i n g programmes. Also p r e s t i g i o u s Business 
School personnel were o f t e n asked t o speak at company run seminars or 
courses. (5 mentions). As w e l l as contact through courses, consultancy 
work was mentioned, both past and present (4 mentions). But the most frequent 
response t o the questions was f o r the respondent t o l i s t the people i n 
Business Schools w i t h whom he had contact. The outstanding f e a t u r e here 
was the number o f professors who were mentioned: e i g h t o f the nineteen 
people named were professors. While the t r e n d was f o r the large companies 
to mention professors and senior personnel, even i n the small companies, 
contact w i t h professors was mentioned. Again there was a tendency t o 
mention l o c a l , or f a i r l y l o c a l , i n s t i t u t i o n s but LBS, MBS and BMC were 
mentioned most f r e q u e n t l y and o f t e n by respondents not i n the immediate 
area. 
One other o r g a n i s a t i o n , the Tavistock was mentioned: f o r courses, and 
i n three cases i n r e l a t i o n t o consultancy work which had, or was then 
being c a r r i e d out. 
I n a d d i t i o n t o the names o f academics and quasi-academics which were 
given i n response t o questions on contacts i n u n i v e r s i t i e s , polytechnics 
etc. the names of a v a r i e t y o f i n d i v i d u a l s cropped up throughout the 
i n t e r v i e w s . Thus some were s o c i a l science i n f o r m a t i o n contacts, or f r i e n d s , 
or c o n s u l t a n t s , or people who had been l i s t e n e d t o or had t h e i r books read 
and w i t h whom contact was l a t e r made, e.g. " I have contacts w i t h a number 
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of u n i v e r s i t i e s and so on but i t ' s on a personal b a s i s " . The l i s t was 
impressive, the professors, authors of i n f l u e n t i a l , or at l e a s t , popular 
books, top ranking i n d i v i d u a l consultants - independent and attached t o 
organisations such as the Tavistock. A few o f the i n d i v i d u a l s were from 
departments i n u n i v e r s i t i e s other than business schools. Very c l e a r l y , 
i t was the large HQs which mentioned the most names and who emphasised the 
stat u s of t h e i r contacts. The f a m i l i a r i t y w i t h p a r t i c u l a r academics was 
pointed out i n a few i n t e r v i e w s . 
Given the less than e n t h u s i a s t i c views which were expressed and noted 
above about academics, the use o f , contact w i t h and the seeking o f contact 
w i t h those outside the world of p r a c t i c e i s curious. A number o f p o i n t s 
should be made: F i r s t l y , there was a suggestion t h a t some respondents 
were t r y i n g t o impress; however, there i s no reason t o t h i n k the contacts 
d i d not e x i s t or had not been made, merely t h a t t h e i r r e l a t i o n s h i p was 
exaggerated. C e r t a i n l y , there was a degree of 'proprietorship': "one o f 
the people we have used q u i t e a b i t w i t h a great deal o f success i s ..." 
Secondly, contact was most c e r t a i n l y being sought: "we are c u r r e n t l y i n a 
phase of c u l t i v a t i n g a number o f u n i v e r s i t i e s " . T h i r d l y , contact was o f t e n 
sought at a high l e v e l : " I t h i n k I would normally go t o the professor of 
any department I thought would ... i f I heard t h a t a p a r t i c u l a r department.. 
This d i r e c t approach was favoured i n a number of companies and there seemed 
l i t t l e h e s i t a t i o n i n co n t a c t i n g authors o f a r t i c l e s who were senior persons 
i n business schools, e t c . F o u r t h l y , despite the number of c r i t i c i s m s made 
e a r l i e r about 'academics' (those who wrote i n j o u r n a l s ) only two c r i t i c i s m s 
were made o f the organisations (and none of the i n d i v i d u a l s ) i n t h i s context 
This suggests t h a t there might w e l l be a s p l i t between general a t t i t u d e and 
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s p e c i f i c experience o f encounters. I n p a r t t h i s would e x p l a i n the number 
of contacts which were claimed, yet perhaps not why new, unknown academics 
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were contacted. F i f t h l y , the assumption i n many o f the respondents' 
a t t i t u d e s was t h a t i t was those i n i n d u s t r y who had t o be 'courted'; 
academics were assumed to welcome contacts, t o be w i l l i n g t o give assistance 
as and when necessary. Yet, at the same time, i f p r e s t i g e were obtained 
by businessmen through such contacts, i t may i n p a r t be due t o the 
academics' distance from the world of trade and commerce. Perhaps the 
p r a c t i c e o f d e n i g r a t i n g i n d u s t r y and those who work i n i t , has rubbed o f f 
on some of the p a r t i c i p a n t s . On the other hand, there may be wry amusement 
i n c o l l e c t i n g academics, and the most p r e s t i g i o u s academics - professors -
somewhere on the l i n e s o f Beauty and the Beast! S i x t h l y , the usefulness 
of senior academics was not o f t e n apparent. N a t u r a l l y , there was the contact 
through courses, e t c . but as regards s p e c i f i c instances o f consultancy 
there was only one who was a c t u a l l y claimed t o be c a r r y i n g out research 
although a f u r t h e r two were mentioned regarding psychological t e s t i n g i n 
a brewing company (not counting the Tavistock h e r e ) . I t seems t h a t contact 
w i t h academics has been made as a r e s u l t o f what could be seen as normal 
a c t i v i t i e s f o r academics, g i v i n g l e c t u r e s and t a l k s , w r i t i n g a r t i c l e s and 
books, and as organisers/providers of t r a i n i n g courses. I t appeared t o be 
commercial consultants and i n s t i t u t i o n s r a t h e r than academic consultants 
who were used. C e r t a i n l y , the l i n k s e x i s t but i t appears t h a t they are 
used, i f anything, f o r i n f o r m a t i o n or advice and 'people t o keep up w i t h ' -
many of the respondents r e f e r r i n g t o t h e i r p r a c t i c e s of keeping t h e i r eyes 
and ears open: i n t h e i r reading, through maintaining t h e i r contacts. 
F i n a l l y , i t may be t h a t contact w i l l increase. One respondent came i n t o 
contact w i t h one u n i v e r s i t y which runs a " s p e c i a l i s t i n f o r m a t i o n s e r v i c e . . . 
and what she d i d was t o give me a l i s t of telephone numbers o f various 
people at various u n i v e r s i t i e s . . . her aim i s not t o send out a l o t o f 
papers but t o give you the name of somebody who knows about a p a r t i c u l a r 
t o p i c , and leaves i t t o you." 
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Regarding contact w i t h bodies such as the Work Research U n i t , the 
I n d u s t r i a l T r a i n i n g Research U n i t - both o f which have had some i n t e r e s t 
i n the f i e l d o f AWGs among other things - f i v e o f the respondents ( a l l i n 
HQs, 4 l a r g e , 1 medium) had heard o f the WRU and two o f these c u r r e n t l y 
used the U n i t . Unspecified use was made by one person although some of 
the company's a c t i v i t i e s had been w r i t t e n up by the WRU, w h i l e the other 
s t a t e d "they put out s t u f f t h a t I always go through and c a l l i n any 
a r t i c l e s . . . " And i t was these same two respondents who mentioned they had 
had some contact w i t h the ITRU at Cambridge - one f o r s e l e c t i o n and one 
f o r t r a i n i n g . I n three small companies use o f ACAS's services was mentioned, 
and at one large HQ the respondent s a i d t h a t ACAS were c u r r e n t l y conducting 
a survey f o r them. Other than the above, and the ITBs, no other mention 
was made of government bodies. 
MANAGEMENT CONSULTANTS: Al t o g e t h e r 50 f i r m s o f management consultants were 
mentioned by name. Only t en o r g a n i s a t i o n s , accounting f o r 35 o f these, 
were mentioned more than once: PA - 6 mentions; P-E 5; Urwick Orr 5; 
MacKinseys 4; Production Engineering 4; Coverdale 3; I n d u s t r i a l Society 3; 
AlC/Inbucon 2; Reed § Timpson 2; Binder, Hamlyn § Fry 2. 29 of a l l the named 
consultants were mentioned by the respondents i n the Big Six HQs, 9 i n the 
Big OCs i n d i c a t i n g t h a t i t i s HQ which 'brings i n ' the co n s u l t a n t s . Five 
were named by respondents i n medium HQs and only one i n a medium OC and one 
i n an independent medium company, f i v e were mentioned by small companies. 
These f i g u r e s are not complete f o r three reasons: 
1. Some respondents d i d not or would not name the consultants they used, 
e.g. "you name them, we've used them"; "Well, we've used, I suppose, 
a l l the major ones from time t o time." One respondent s a i d he d i d not 
want t o divulge the names o f the i n d i v i d u a l consultants the company 
had used. 
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2. I n a few cases the respondents could not remember the names of the 
consultants used i n the past, and s i m i l a r l y , those respondents who 
had only moved i n t o t h e i r present jobs d i d not know what consultants 
had been used i n the past. 
3. I n one medium HQ i t was a group of 10-12 i n d i v i d u a l s who acted as 
consultants: from academic t o commercial consultant backgrounds. Thus, 
t h i s company's mention o f only two f i r m s gives a misleading p i c t u r e . 
I t i s o f p a r t i c u l a r i n t e r e s t t o note t h a t two respondents - both i n 
London HQs (one large and the other a medium company) mentioned the 
existence of (separate) groups o f people on whom they could r e l y f o r 
g e t t i n g i n f o r m a t i o n . I n one case, the group comprised 10-11 consultants 
w i t h both commercial and academic connections who appeared, on paper, very 
w e l l q u a l i f i e d t o deal w i t h any s o c i a l science query. The other respondent 
spoke of an i n f o r m a l grouping of people from 35 o f the top 100 companies 
i n B r i t a i n - c a l l e d Personnel Development - and by c o n t a c t i n g someone i n 
t h a t group, he could be assured o f g e t t i n g p o i n t ed i n the r i g h t d i r e c t i o n . 
The existence o f such comprehensive resources must give these companies 
q u i t e an edge i n o b t a i n i n g i n f o r m a t i o n . And the mere f a c t t h a t such 
resources e x i s t gives pause f o r thought. ( I t i s possible t h a t having HQs 
i n London f a c i l i t a t e s such contacts w h i l e HQs outside London might be 
more aware o f geographical and other distances and thus have less contact 
w i t h other HQs, see Horowitz and Barker, 1974). 
The existence o f such close contact w i t h i n the brewing i n d u s t r y and 
contacts across a wide spectrum o f i n d u s t r i e s , i l l u s t r a t e s t h a t the 
i n d u s t r i a l w o r l d i s not always c o m p e t i t i v e . Help and assistance are 
a v a i l a b l e from numerous companies from a v a r i e t y o f i n d u s t r i a l bases. 
The s t r e n g t h which these p o t e n t i a l sources o f advice, i n f o r m a t i o n and a i d 
can give to i n d i v i d u a l companies must be considerable. The i n c r e d i b l e 
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amount of contact also serves as a reminder t h a t very few companies are 
d i r e c t l y i n competition w i t h one another and even where they are - as i n 
the brewing i n d u s t r y - t h i s competition may be confined to s p e c i f i c areas: 
products or markets. 
Alt o g e t h e r , nine respondents named i n d i v i d u a l s who acted as consul-
t a n t s , these r e f l e c t e d the tendency noted above t h a t the l a r g e r the company 
the more o f t e n they were mentioned (3 Big HQs, 2 Big OCs, 1 medium HQ, 
1 medium OC, 1 small brewery). I n the small company, the consultants 
took on the f u n c t i o n s o f a personnel department r a t h e r than a c t i n g as 
consultants i n the accepted sense. 
O v e r a l l , i t appears t h a t there i s , or r a t h e r thas been, extensive use 
made of c o n s u l t a n t s . Thus, i t i s l i k e l y t h a t , i f the employment of 
consultants f o s t e r s the i n p u t o f new i n f o r m a t i o n , a f a i r amount o f i n f o r -
mation has entered organisations i n the brewing i n d u s t r y . However, t h i s 
i s t o overlook the a t t i t u d e s which are h e l d regarding c o n s u l t a n t s , a t t i t u d e s 
which may act t o i n h i b i t such i n f o r m a t i o n i n p u t . 
Ten unprompted c r i t i c i s m s o f consultants were made - indeed, the 
degree o f a n t i p a t h y was s u r p r i s i n g : "they don't have t o l i v e w i t h t h e i r 
mistakes"; "We get inundated w i t h claims from a l l management consultants 
t h a t they have found the answer to our problems." "There seems t o be a 
f a i r l y deep suspicion and w e l l grounded suspicion o f consultants t h a t 
they only t e l l you about what you y o u r s e l f already know o f . " On the other 
hand, the using o f consultants was sometimes seen as a f a i l u r e ; "the use of 
consultants has been one form o f a b d i c a t i n g r e s p o n s i b i l i t y . A ' w e l l , l e t ' s 
delay i t and see what the consultants come up w i t h ' approach." And as one 
d i r e c t o r s a i d : " I k i n d o f regard i t as a f a i l u r e o f e x p e r t i s e i n the business 
i f we have to ask outside consultants t o help us." But t h i s respondent went 
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on t o say "at some stages i n the development o f an o r g a n i s a t i o n i t i s 
sometimes easier t o take advice from a well-respected e x t e r n a l source 
even i f you could have developed the same t h i n g y o u r s e l f . " Despite 
c r i t i c i s m s , the use of management consultants may be p o l i t i c a l l y d e s i r a b l e 
i n the o r g a n i s a t i o n as a n e u t r a l t h i r d p a r t y . However, as one manager 
pointed out, consultants tend not t o b i t e the hand t h a t feeds them, and 
t h e i r o b j e c t i v i t y could be questionable. 
Given the r a t h e r a n t a g o n i s t i c a t t i t u d e s towards consultants i t seems 
u n l i k e l y t h a t management consultants and any ideas they put forward are 
going t o be e n t h u s i a s t i c a l l y received. Indeed, perhaps the opposite i s 
the case: t h a t any ideas put forward by management consultancy f i r m s are 
more l i k e l y to be r e j e c t e d out o f hand or received w i t h scepticism. The 
extent to which consultants have been used i s s u r p r i s i n g given the negative 
a t t i t u d e s . There i s evidence, however, t h a t the brewing companies are 
developing t h e i r own i n t e r n a l resources i n order t o deal w i t h the types o f 
problems w i t h which management consultants p r e v i o u s l y d e a l t . I n a large 
OC i t was sai d " i f we have a b i g problem - we have a l l the e x p e r t i s e at 
HQ so t h a t ' s r e a l l y superseded a l o t o f i t . " And i n one large HQ consul-
t a n t s were seldom used now because "we've got a f a i r l y s u b s t a n t i a l and 
competent experienced and q u a l i f i e d back-up team at head o f f i c e . . . " 
Nevertheless, despite these claims o f developing t h e i r own resources, i n 
three out o f the f o u r instances t h i s was s t a t e d at OC l e v e l . At the HQs, 
t h i s was only once mentioned - and by a company which d i d not appear t o 
have ever made as extensive use o f management consultants as the other 
Big Six; and there were no comments whatsoever about reducing the use of 
consultants. I t seems t h a t r a t h e r i t has been HQ p o l i c y t o reduce the 
r e l i a n c e of OCs on consultants and increase t h e i r use o f Group resources -
which i n t u r n i mplies g r e a t e r c e n t r a l c o o r d i n a t i o n o f p o l i c y and p r a c t i c e s . 
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The respondents were asked what work the consultants were c a l l e d i n 
t o do and although the i n f o r m a t i o n was l i m i t e d , some idea o f the range can 
be obtained. T r a i n i n g and management development of one form or another was 
one of the most f r e q u e n t l y mentioned areas - 8 mentions; job e v a l u a t i o n 
was another - 6 mentions; work study/payment systems 6 mentions; f i n a n c i a l 
r e o r g a n i s a t i o n 3 times. There were a v a r i e t y of i n f r e q u e n t l y mentioned 
t o p i c s : company i d e n t i t y , the r e o r g a n i s a t i o n (one mention) and the develop-
ment o f a brewery, and computerisation (one mention). A number r e l a t e d t o 
i n d u s t r i a l r e l a t i o n s , e.g. union r e c o g n i t i o n , IR a u d i t . But a number d i d 
seem more l i k e l t y t o have had a s o c i a l science i n p u t : changing management 
a t t i t u d e s ; c o u n s e l l i n g f o r managers; workers involvement and job enrichment; 
s t a f f a t t i t u d e s t o customers, e t c . There was q u i t e a range of issues f o r 
which management consultants were c a l l e d i n . I t i s , perhaps, u n r e a l i s t i c t o 
expect organisations t o have the i n t e r n a l resources to deal w i t h such a 
medley of problems. And t h i s probably also accounts f o r the absence of 
•special r e l a t i o n s h i p s ' being b u i l t up between company and c o n s u l t a n t , 
because one f i r m i s l i k e l y t o be good at one t h i n g , w h i l e another has the 
r e p u t a t i o n i n another f i e l d . 
Very seldom - i n f a c t only once - was a management c o n s u l t i n g f i r m the 
place where respondents would go f o r s o c i a l science i n f o r m a t i o n . I t was 
always to i n d i v i d u a l s - who may or may not be consultants t h a t the respon-
dents r e f e r r e d regarding s p e c i f i c e x p e r t i s e . And i t i s perhaps the s p e c i a l i s t 
who i s l i k e l y t o have grea t e r impact on o r g a n i s a t i o n s : less expensive, less 
t h r e a t e n i n g to both i n d i v i d u a l s and the o r g a n i s a t i o n . Depending more on 
i n d i v i d u a l goodwill - h i s more precarious p o s i t i o n may act t o h i s advantage. 
However, the lukewarm i n t e r e s t i n s o c i a l science means t h a t i t would be 
only too easy t o exaggerate the importance o f any input from consultants and 
t h a t includes i n d i v i d u a l s who are s p e c i a l i s t s . The r o l e o f consultants i n 
d i f f u s i n g s o c i a l science i n f o r m a t i o n does not seem very great. 
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THE RESPONDENTS 
The respondents were gatekeepers i n two senses. F i r s t l y , i n res p e c t , 
o f the i n f o r m a t i o n which I could o b t a i n about the brewing companies; and, 
secondly, as s o c i a l science i n f o r m a t i o n sources ( i n s o f a r as they d e a l t 
w i t h my en q u i r y ) . I t i s worthwhile, p a r t i c u l a r l y w i t h regard t o the l a t t e r 
gatekeeping r o l e , to look at the backgrounds, experience and q u a l i f i c a t i o n s 
o f the respondents t o discover what contact they might have or have had 
w i t h the s o c i a l sciences. 
While one or two were r a t h e r r e t i c e n t about t h e i r past, most gave 
general o u t l i n e s o f t h e i r careers. Of the 27 inte r v i e w e d 10 were graduates, 
and two were p r o f e s s i o n a l l y q u a l i f i e d . (Two of the graduates had Masters 
degrees: one i n Manpower Studies, one i n Economics (on labour wastage).) 
Four o f the respondents had economics degrees, two o f whom mentioned 
sociology as p a r t o f t h e i r degree, there was one p o l i t i c s and one psychology 
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Nine o f the 15 respondents i n the Big Six companies - at both HQ 
and OC l e v e l - were members o f , or associated w i t h , the IPM. I n the 
medium sized companies, three were members or associates, and there were 
four non-members. I n the small companies, none o f the respondents were 
IPM members. Al t o g e t h e r then, 12 were members or associates and 15 were 
not members o f the IPM. 
IPM Membership 
Large Medium Small 
IPM Members or associates 9 3 -
Not IPM Members 6 4 5 
Graduate r e c r u i t s r e q u i r e d to o b t a i n 
IPM q u a l i f i c a t i o n 
I t i s i n t e r e s t i n g to note here t h a t only three companies ( a l l large) 
mentioned the need f o r graduate r e c r u i t s t o o b t a i n the IPM q u a l i f i c a t i o n . 
I n one b i g company, the respondents suggested why there i s "not a great 
deal of enthusiasm about the IPM"..."Possibly i t ' s because a l o t of our 
senior personnel people have achieved t h e i r p o s i t i o n s i n the personnel 
f u n c t i o n having come from other f u n c t i o n s w i t h i n the business..." and 
"probably the t r a d i t i o n a l manager who has t r a i n e d through the IPM s t r u c t u r e 
i s n ' t the guy who can do the job today." S i m i l a r l y , a respondent from 
another of the Big Six HQs, explained why membership of the IPM was not 
s p e c i f i c a l l y encouraged: " I t h i n k the IPM hasn't q u i t e e s t a b l i s h e d i t s e l f 
as the main c o n t r o l l i n g p r o f e s s i o n a l body of personnel." Yet on the other 
hand, when j u n i o r members of personnel departments have IPM q u a l i f i c a t i o n s 
and senior members do not, they "have t o s a t i s f y the people below who have 
the q u a l i f i c a t i o n t h a t you have something t o o f f e r i n terms of experience." 
(medium company management t r a i n i n g and development manager). 
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Of the other organisations of which respondents were members - a 
wide range from the B r i t i s h I n d u s t r i a l and S c i e n t i f i c Films A s s o c i a t i o n t o 
the Mine V e n t i l a t i o n Society, were mentioned - only three received more 
than one mention: the BIM - 3; ITO - 3; and the ATM - 2. O v e r a l l from the 
27 respondents, 28 i n d i v i d u a l memberships were mentioned, i n c l u d i n g the 
IPM. 









Mine V e n t i l a t i o n Soceity 
B r i t i s h Ind. § S c i . Films 

















I t was extremely i n t e r e s t i n g t o look a t the past jobs o f respondents. 
Despite a number o f mentions i n the i n t e r v i e w s of colleagues changing 
companies, only one respondent s a i d he had been i n another brewing company, 
Eight respondents had a v a r i e d job experience background ranging from 
jazz musician, engineer, sales r e p r e s e n t a t i v e . C r o s s - f u n c t i o n a l moves 
w i t h i n the brewing company had been made by nine respondents. 
Cross f u n c t i o n a l moves o f respondents w i t h i n the company 
Nine out of 27 respondents had made cross f u n c t i o n a l moves. 
Work Study t o Personnel 
Accountancy to Personnel 






T r a i n i n g t o Personnel 
Sales t o T r a i n i n g 




Found e q u a l l y i n the 
three sizes o f company 
Three had p r o f e s s i o n a l backgrounds: one i n engineering, two i n accountancy. 
The disparate o r i g i n s o f the respondents perhaps accounts f o r the lukewarm 
a t t i t u d e s t o the IPM. 
There are three p o i n t s which should also be made about the respondents' 
experience: 
1. Five o f the respondents had, at d i f f e r e n t times, been employed by 
very large companies: U n i l e v e r , Goodyear, Burmah O i l , I . C . I . , 
Proctor and Gamble, Plessey, BSC, Vauxhall Motors. And three o f 
these were now i n organisations which were very small or i n one case, 
r e l a t i v e l y s m a l l . However, the extensive in-company t r a i n i n g which 
three of the respondents had received i n these large companies should 
be borne i n mind. 
2. Three of the respondents (two of whom are i n c l u d i n g i n no. 1 above) 
had been employed i n organisations noted f o r t h e i r i n n o v a t i v e approach 
to work o r g a n i s a t i o n : I C I , M u l l a r d , Proctor and Gamble, Rowntree 
Mackintosh. 
3. There was a large number of references t o the Army or c o l o n i a l 
s e r v i c e s . While two o f the respondents had been i n one of these 
services f o r an extended p e r i o d of time (both i n medium sized 
companies), two other mentions of the armed services was made i n 
large companies. One, t o the e f f e c t t h a t a f t e r the war, senior l e v e l s 
of Army o f f i c e r s were "ready r e c r u i t s f o r senior management i n the 
(very t r a d i t i o n a l brewing) i n d u s t r y and o l d h a b i t s die hard." And 
the other mentioned t h a t p o t e n t i a l management r e c r u i t s not only 
included u n i v e r s i t y and p o l y t e c h n i c graduates but were sought from 
"people on s h o r t - s e r v i c e commissions." Indeed, the respondent 
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mentioned a l i n k between the company and a p o l y t e c h n i c i n h e l p i n g 
w i t h s e r v i c e demob, groups - "N.C.O.'s and o f f i c e r s who are going 
through a 26-week t r a i n i n g programme before they go i n t o i n d u s t r y . " 
Taken together the emphasis on the p r a c t i c a l , on experience r a t h e r 
than theory, the number of comments on the armed s e r v i c e s , the views about 
the IPM, the l a t e establishment o f some personnel departments, the 
t r a d i t i o n a l nature of the i n d u s t r y , the a t t i t u d e s o f the small companies 
to T r a i n i n g Boards, etc . t h i s i s , i t seems, a s t e r e o t y p i c a l view of B r i t i s h 
i n d u s t r y . Yet i t i s one t h a t s t r a n g e l y c o n t r a s t s w i t h the backgrounds 
of some of these respondents i n m u l t i - n a t i o n a l s and i n such a v a r i e t y of 
d i f f e r e n t jobs and experience. And i t i s a p i c t u r e , as w i l l l a t e r be 
suggested, t h a t i s perhaps being clung t o , i n the i n c r e a s i n g l y competitive 
world o f brewing where the p r a c t i c e s of the past are being eroded by the 
overwhelming dominance o f the l a r g e brewers. 
To r e t u r n t o the respondents. The high number o f c r o s s - f u n c t i o n a l 
moves and experience i n d i f f e r e n t i n d u s t r i e s and occupations i m p l i e s t h a t 
i d e n t i f i c a t i o n w i t h the p r o f e s s i o n a l personnel manager i s u n l i k e l y t o be 
high. Perhaps i t i s the lack o f q u a l i f i c a t i o n s which r e s u l t s i n the wide-
spread tendency to deprecate ' t h e o r e t i c a l ' t r a i n i n g and favour the p r a c t i c a l 
At the same time, however, i t may be t h a t the lack of formal q u a l i f i c a t i o n s 
acts so as to i n h i b i t the flow o f i n f o r m a t i o n associated w i t h p r o f e s s i o n a l 
personnel such as, perhaps, the s o c i a l sciences. (See Watson, 1977). 
However, contact w i t h m u l t i - n a t i o n a l s and o r g a n i s a t i o n s who had 
e x t e n s i v e l y used the s o c i a l sciences might act so as t o f o s t e r the flow of 
s o c i a l science i n f o r m a t i o n through greater awareness o f i t s p o s s i b l e uses, 
an aspect which w i l l be examined i n greater d e t a i l when a t t i t u d e s t o the 
s o c i a l sciences are i n v e s t i g a t e d . But i t i s worth n o t i n g t h a t the 
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m a j o r i t y o f those who had 'chequered' careers were employed i n small 
companies, whereas i n the medium-sized companies, 5 o f the 6 respondents 
had only had one other employer. The large companies, both a t HQ and OC 
l e v e l , h a v i r g a v a r i e t y o f career p a t t e r n s , although some would only 
mention the most recent employer and the data here are t h e r e f o r e less 
r e l i a b l e . I t i s possible t h a t the large companies are more l i k e l y t o 
r e c r u i t s p e c i a l i s t s than smaller companies who might need more " a l l - r o u n d 
managers". 
ASPECTS OF THE PERSONNEL DEPARTMENTS 
While the respondents may have been 'gatekeepers' on s o c i a l science 
i n f o r m a t i o n , many aspects o f the departments i n which they work w i l l also 
be of i n t e r e s t . For instance, are there others i n the department who 
might pick up and possibly pass on s o c i a l science information? Are there 
many i n personnel departments w i t h a s o c i a l science degree? What 
o r g a n i s a t i o n a l memberships e x i s t w i t h i n the department and what type o f 
contact i s made w i t h these organisations? S i m i l a r l y , the i n f o r m a t i o n 
coming i n t o the company as a whole i s r e l e v a n t . By asking about company 
memberships, some idea can be obtained about the i n f o r m a t i o n a v a i l a b l e 
w i t h i n the company. Thus, i n the pages t h a t f o l l o w the q u a l i f i c a t i o n s o f 
others i n personnel departments and t h e i r o r g a n i s a t i o n a l a f f i l i a t i o n s 
w i l l be looked a t . Also the conference and seminar attendance o f those 
i n personnel departments w i l l be examined as w i l l the company membership 
of o r g a n i s a t i o n s . 
The r e s u l t s o f the attempt t o f i n d out about the q u a l i f i c a t i o n s o f others 
i n the personnel department were a l i t t l e d i s a p p o i n t i n g . F i r s t o f a l l , 
remarkably l i t t l e was known about colleagues 1 i n s t i t u t i o n a l a f f i l i a t i o n s 
and a c t i v i t i e s . Secondly, having a degree was not n e c e s s a r i l y a s a l i e n t 
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f a c t o r i n the department - given the ' p r a c t i c a l ' emphases, h a r d l y 
s u r p r i s i n g but i t meant t h a t the i n f o r m a t i o n was r a t h e r patchy. T h i r d l y , 
knowledge of the a c t i v i t i e s o f subordinates or peers i s l i k e l y t o be 
greater than t h a t of s u p e r i o r s , so the data probably are more accurate 
f o r the middle and lower l e v e l s i n personnel departments. F o u r t h l y , 
t a l k i n g t o one person from a small personnel department i s not equivalent 
t o an i n t e r v i e w w i t h one member o f a large and f u n c t i o n a l l y d i v i d e d 
personnel department. 
While 34 graduates were mentioned a l t o g e t h e r 10 o f whom were the 
respondents themselves, t h i s i s undoubtedly not a l l the graduates. Of t h i s 
32, over h a l f had degrees which might i n c l u d e some s o c i a l science i n p u t . 
There were 3 Masters Degrees and one Ph.D. mentioned - a l l of which were 
l i k e l y t o have included some contact w i t h the s o c i a l sciences. Nine 
economics graduates were mentioned (two of these being economics and 
s o c i o l o g y ) ; four business studies - l i k e l y t o have some s o c i a l science 
i n p u t though not perhaps i d e n t i f i e d or r e f e r r e d t o as such; three psychology 
graduates (excluding one Ph.D. i n psychology) who were again l i k e l y t o have 
s o c i a l science i n p u t which r e l a t e d t o i n d u s t r y . 
Thus w h i l e over h a l f of the graduates had degrees which would probably 
contain a s o c i a l science i n p u t , s o c i a l science has t o be widely i n t e r p r e t e d -
i t does not ne c e s s a r i l y r e f e r t o or include sociology; only two of the 
economics graduates s p e c i f i c a l l y mentioned sociology. I t seems l i k e l y t h a t 
the l e v e l of i n p u t on sociology and i n p a r t i c u l a r , i n d u s t r i a l sociology, i s 
not h igh. While no assumptions can be made about the content o f courses, 
some i n d i c a t i o n o f the various approaches t o the teaching o f i n d u s t r i a l 
sociology can be obtained from Deem's (1979) work, and i t i s l i k e l y t h a t the 
l e v e l and amount o f sociology i n p u t which those i n personnel departments have 
received i s not great. 
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ORGANISATIONAL MEMBERSHIPS WITHIN PERSONNEL DEPARTMENTS ( i n c l u d i n g the 
respondents) 
In only f o u r companies was there no connection w i t h the IPM through the 
personnel f u n c t i o n at HQ or OC l e v e l ( t h ree small and one medium sized 
company). There was no s t a t e d connection w i t h the IPM and one Big Six HQ 
and no knowledge of an IPM connection i n one of t h i s company's OCs. 
Connections w i t h the I n s t i t u t e o f T r a i n i n g O f f i c e r s were mentioned ei g h t 
times - t h i s might w e l l be underestimated by those who had l i t t l e d i r e c t 
contact w i t h the t r a i n i n g f u n c t i o n . The I n s t i t u t e o f Work Study P r a c t i t i o n e r s 
received f o u r mentions (two small, one b i g HQ and one Big OC) as d i d the 
BIM (two Big OCs, two medium). Other Organisations mentioned were : 
IPA (two - one Big, one medium); ATM (two medium - one o f the respondents 
being on the executive committee); BACIE (two - one Big, one medium); 
National I n s t i t u t e o f I n d u s t r i a l Psychology (one B i g ) ; Business Graduates 
A s s o c i a t i o n (one B i g ) ; EEF (one B i g ) ; I n s t i t u t e o f Management Services 
(one Small); I n s t i t u t e o f Production Engineers (one small) and one Chartered 
Accountant (one B i g ) ; and one ICMA ( B i g ) ; and the I n s t i t u t e o f D i r e c t i o r s 
(one Big OC). As can be seen a number of these bodies are p r o f e s s i o n a l 
a s s o c i a t i o n s : IPM: I n s t i t u t e Work Study P r a c t i t i o n e r s : I n s t i t u t i o n o f 
Production Engineers: CA, ICMA, and membership i s t h e r e f o r e not n e c e s s a r i l y 
maintained f o r the p u b l i c a t i o n or a c t i v i t i e s of the body. 
Table over/ 
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Firms' s t a t e d connections w i t h organisations w i t h i n Personnel Departments 
( i n c l u d i n g the respondents o r g a n i s a t i o n a l memberships mentioned e a r l i e r ) 
Large Medium Small 
I n s t i t u t e o f Personnel Management 13 4 2 
I n s t i t u t e of T r a i n i n g O f f i c e r s 4 3 1 
I n s t i t u t e of Work Study P r a c t i t i o n e r s 2 2 
B r i t i s h I n s t i t u t e o f Managers 2 2 -
I n d u s t r i a l P a r t i c i p a t i o n A s s o c i a t i o n 2 1 -
Ass o c i a t i o n o f Teachers of Management - 2 -
BACIE 1 1 
National I n s t i t u t e o f I n d u s t r i a l Psychology 1 - -
Business Graduates A s s o c i a t i o n 1 - -
Engineering Employers Federation 1 - -
I n s t i t u t e o f Management Services - 1 
I n s t i t u t e o f Production Engineers - - 1 
Chartered Accountant 1 -
I n s t i t u t e o f CM Accountants 1 - -
I n s t i t u t e of Di r e c t o r s 1 - -
30 13 7 
As can be seen, there i s a c l e a r d i s p a r i t y i n the amount and scope of 
o r g a n i s a t i o n a l a f f i l i a t i o n s which again p o i n t s t o the advantages which 
l a r g e r companies, w i t h t h e i r g r e a t e r number and v a r i e t y o f employees, 
w i t h i n personnel departments enjoy. 
CONFERENCE AND SEMINAR ATTENDANCE 
The use t h a t i s made of the associations i s d i f f i c u l t t o assess. By 
asking respondents what conferences and seminars they and others i n the 
department attended i t was hoped t o f i n d out what uses were made of these 
bodies. Again, t h i s depended on r e c a l l and i n a number o f cases the 
respondents e i t h e r d i d n ' t know or couldn't remember. I t was c e r t a i n l y 
not a t o p i c t h a t seemed t o be discussed. Also the name o f the body 
organising a conference or seminar seemed extremely hard f o r some 
respondents to r e c a l l . 
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However, some s u r p r i s i n g aspects emerged. While 15 companies had 
claimed membership of the IPM (another f o u r mentioned some connection), 
only seven mentions were made of attendance at meetings or conferences. And 
two o f these seven mentions were made by companies which had no connection 
w i t h the IPM. Only one respondent (out of eig h t memberships) mentioned 
attendance at an ITO conference. Despite heavy company membership o f the 
IS only f o u r respondents (one non-member) mentioned seminars. Both ATM 
members attended t h e i r conferences and meetings. BIM meetings were 
mentioned by four respondents, two o f them being non-members. Only one 
or g a n i s a t i o n f o r which no membership was claimed was mentioned f o r confer-
ence attendance - the B.P.S. 
Seminar and conference attendance 
Number which Membership/ Membership 
attends a s s o c i a t i o n not claimed 
claimed HQ and attended 
or OC 
IPM (5 large) 
ITO (small) 
IS (3 large) 
ATM (medium) 
BIM (2 large) 















1 ( l a r g e ) 
While there was q u i t e a range o f organisations t o which the respondents 
belonged, the breadth of t h i s was p a r t i c u l a r l y a t t r i b u t a b l e t o two 
respondents - one i n a Big HQ, one i n a medium OC - both o f whom had wide 
i n t e r e s t s . I t i s , t h e r e f o r e , hard t o make any claims f o r the incidence o f 
i n s t i t u t i o n a l membership noted above other than t o comment t h a t fewer 
organisations were mentioned by the OCs o f the Big Six than any other 
respondents. One p r a c t i c e ought t o be mentioned here which might a f f e c t 
the number o f i n s t i t u t i o n a l memberships. A l l the Big Six companies paid 
the fees o f i n d i v i d u a l managers t o a p r o f e s s i o n a l a s s o c i a t i o n or 
i n s t i t u t i o n (which, i t was normally s t i p u l a t e d , had t o r e l a t e t o the job.'). 
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While membership was encouraged i n two medium breweries, s u b s c r i p t i o n s 
were only p a i d i n one. No small breweries mentioned paying s u b s c r i p t i o n s . 
There do appear t o be a few organisations which are more popular w i t h 
respondents and personnel departments i n general: IPM, ITO, Work Study, 
BIM, BACIE, IPA, ATM. (For an o u t l i n e of t h e i r s i z e and p u b l i c a t i o n s , 
see Chapter 4 on Organisations.) 
COMPANY MEMBERSHIP OF ORGANISATIONS 
The membership of companies t o organisations w i l l also i n f l u e n c e what 
i n f o r m a t i o n i s received. Membership o f the BIM was the most common - only 
two small companies not being members. The next most popular was the 
I n d u s t r i a l Society - only one small brewery d i d not have any a s s o c i a t i o n 
w i t h i t , although three of the OCs of the Big Six and one o f a medium company, 
were not aware of HQ membership. The CBI was mentioned 14 times, but i t was 
p a r t i c u l a r l y n o t i c e a b l e t h a t only one of the medium companies, an HQ, claimed 
membership. Also the two small companies which d i d not have BIM membership, d i d 
have CBI membership, suggesting some displacement here. While the IoD was 
mentioned o c c a s i o n a l l y i n a l l sizes o f company, very l i t t l e can be drawn from 
t h i s , so few o f the respondents themselves being d i r e c t o r s . As IoD membership 
i s i n d i v i d u a l r a t h e r than company, i t i s l i k e l y t h a t membership i s great e r 
than mentioned i n the i n t e r v i e w s . Only two mentions were made o f the IPA - i n 
one case, a colleague was Deputy-Chairman. I n t e r e s t i n g l y , i n some cases, 
companies had very close contacts w i t h organisations through colleagues' 
p a r t i c i p a t i o n as board/council members, conference speakers and course 
designers f o r such bodies. Thus two mentions o f CBI involvement at r e g i o n a l 
l e v e l were made (by one small and one medium company). Five mentions were 
made o f involvement w i t h the IS - as speakers, on the Council, e t c . and one 
mention of the IPM speaker and one o f IPM l o c a l committee members. (see t a b l e 
p.347) 
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However, regarding company membership o f o r g a n i s a t i o n s , small companies 
have n o t i c e a b l y fewer than other sizes of company. Despite most respondents 
or t h e i r companies being members o f the IPM, BIM, IS - very few a c t u a l l y 
s a i d they attended meetings or conferences. This aspect cannot be viewed 
i n i s o l a t i o n : the use of consultants and what m a t e r i a l i s read, both r e f l e c t 
the contact w i t h , or op i n i o n o f , the various bodies. For two organisations 
have acted as consultants t o breweries. The IS was mentioned by t h r e e 
respondents from two Big OCs, and one small company, and the East Midlands 
Engineering Employers As s o c i a t i o n mentioned by one o f the Big Six HQs, (not 
the same one i n which the respondent mentioned membership o f the Engineering 
Employers Federation). Thus i s appears t h a t the IS i n p a r t i c u l a r i s an 
o r g a n i s a t i o n w i t h which there i s a good amount of contact i n the brewing 
i n d u s t r y . I t i s cu r i o u s , t h e r e f o r e , when reviewing the reading matter o f 
respondents t h a t only 8 people mentioned the IS j o u r n a l , compared w i t h the 
17 who claimed company membership. S i m i l a r l y , despite 20 companies ( a t HQ 
or OC) being BIM members, only 8 mentioned reading the p u b l i c a t i o n s o f the 
BIM, yet 16 read Management Today. And w h i l e only 12 respondents claimed 
i n d i v i d u a l membership o f the IPM, 20 respondents read i t s j o u r n a l , Personnel 
Management (19 having claimed the membership o f someone i n the department). 
S i m i l a r d i s p a r i t i e s were t o be found regarding the I n s t i t u t e of T r a i n i n g 
O f f i c e r s where 8 claimed membership and only three mentioned the j o u r n a l 
' T raining'. (see Table p.347) 
Mien a l l these claims are compared we f i n d t h a t the f o l l o w i n g p o i n t s 
emerge: F i r s t l y , despite high membership of the BIM and IS, h a l f or less 
o f these members mentioned reading the or g a n i s a t i o n ' s l i t e r a t u r e ; yet a l l 
o f those which mentioned some contact w i t h the IPM read t h a t body's j o u r n a l . 
But i f an attempt i s made t o gauge the impact of the three most mentioned 
bodies; the IPM, BIM, and IS i t seems l i k e l y t h a t the IS i s the most 
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i n f l u e n t i a l through i t s courses (7 mentions), though the involvement o f 
company personnel i n i t s a c t i v i t i e s (5 mentions), through i t s consultancy 
s e r v i c e (3 mentions), and through i t s conferences and seminars (4 mentions). 
While the IPM enjoys greatest p o p u l a r i t y i n i t s p u b l i c a t i o n , Personnel 
Management (20 mentions) i t o f f e r s no consultancy s e r v i c e , and s u r p r i s i n g l y 
had only 3 mentions of i t s courses, and only one respondent being i n v o l v e d 
as a speaker, and one as a l o c a l committee member, yet 6 respondents claimed 
t o attend i t s conferences or seminars. S i m i l a r l y the BIM o f f e r s no consul-
tancy s e r v i c e , and no involvement i n i t s a c t i v i t i e s was mentioned but 3 mentions 
were made o f i t s courses and 4 o f i t s seminars/conferences. 
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When the f i n d i n g s from the p u b l i c a t i o n s e c t i o n are r e c a l l e d , i t can 
be seen t h a t these three organisations (BIM, IPM and IS) have, between 
them and i n d i v i d u a l l y s u b s t a n t i a l l y covered the t o p i c of AWGs, so t h a t a 
f a i r l e v e l o f knowledge on the t o p i c can be assumed. (On t h i s , see p.389) 
Ov e r a l l then, there are a v a r i e t y - i f a somewhat l i m i t e d v a r i e t y given 
the number of organisations i n existence which act as i n f o r m a t i o n p r o v i d e r s / 
resources - of i n f o r m a t i o n sources used by companies and personnel depart-
ments. Most o f these organisations have given some coverage t o the n o t i o n 
of AWGs so t h a t again, there seems no reason why knowledge or at l e a s t 
awareness o f the t o p i c should not e x i s t . 
Resume: To summarise t h i s s e c t i o n so f a r , i t seems t h a t HQs are more 
important than OCs as gatekeepers regarding s o c i a l science due t o the 
monitoring o f , and watchf u l eye kept on, OCs. I t d i d not appear t o be 
through the recruitment o f graduates t h a t s o c i a l science enters o r g a n i s a t i o n s . 
While there was q u i t e a commitment t o management education - at l e a s t i n 
f i n a n c i a l terms - the somewhat negative a t t i t u d e s t o ITBs, the emphasis on 
experience r a t h e r than t r a i n i n g suggest t h a t the impact of management 
t r a i n i n g may not be great and the p o t e n t i a l impact o f any s o c i a l science i n p u t 
reduced. However, the more p o s i t i v e a t t i t u d e s expressed i n medium companies 
and the (perhaps) i n b u i l t acceptance of management t r a i n i n g i n l a r g e r 
companies may mean t h a t management t r a i n i n g has a l a r g e r r o l e t o play than 
was expressed. Less than h a l f the respondents were graduates or members o f 
the IPM. A number of respondents had experience i n large companies, some o f 
which were noted f o r an i n n o v a t i v e approach t o work o r g a n i s a t i o n . I n t u r n 
q u i t e a few references were made to the Army and c o l o n i a l s e r v i c e s . 
- 349 -
As regards o r g a n i s a t i o n a l a f f i l i a t i o n s , the advantages o f s i z e become 
apparent here, the small companies being disadvantaged, as i n the case o f 
management education. While there was a range of o r g a n i s a t i o n a l memberships 
and a s s o c i a t i o n s , the use o f these organisations remains unclear. However, 
three o r g a n i s a t i o n s - the IS, IPM and BIM seemed t o be the most important 
as f a r as the respondents and t h e i r departments were concerned. 
Managers read l i t t l e but the amount of time spent reading increased w i t h 
s i z e o f company as d i d i n f o r m a t i o n c i r c u l a t i o n w i t h i n companies, and claimed 
contact w i t h academics. The c o n t r a d i c t o r y f i n d i n g s regarding academics -
denigrated g e n e r a l l y yet sought out i n d i v i d u a l l y was i n t e r e s t i n g and the 
c o l l e c t i n g of professors worth bearing i n mind. Management consultants were 
used e x t e n s i v e l y i n the i n d u s t r y but i t seems u n l i k e l y given the a n t i p a t h y 
which e x i s t e d towards them t h a t they were an important channel f o r s o c i a l 
science d i f f u s i o n . However, i n a few cases management consultants had been 
in v o l v e d i n changes which could include a s o c i a l / b e h a v i o u r a l science component 
and any claims as t o t h e i r r o l e should, t h e r e f o r e , be made w i t h c a u t i o n . The 
presence of two groups of consultants - used by two London HQs - should also 
be borne i n mind. The high l e v e l of i n f o r m a t i o n a v a i l a b l e through these 
groups and the awareness of t h e i r existence i s important. I t may be t h a t i t 
i s such contacts - outside the brewing i n d u s t r y - which are important i n 
passing on s o c i a l science ideas. 
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THE BREWING INDUSTRY INTERVIEWS 
PART I I 
INTERFIRM CONTACT: Brewers Society 
I n t e r - f i r m contact i s p o t e n t i a l l y an important f a c t o r i n the 
d i f f u s i o n o f ideas and p r a c t i c e s (see Baker, 1959) and the extent t o which 
i t takes place may be r e f l e c t e d i n the awareness o f changes or innovations 
t r i e d i n other companies. 
One of the most i n t e r e s t i n g features o f the brewing i n d u s t r y i s the 
great amount o f i n t e r - f i r m contact. This contact i s f o s t e r e d by the 
existence o f the Brewers Society - based i n London w i t h a number o f 
re g i o n a l 'Brewers Associations'. The Brewers Society has a number o f 
committees concerned on the personnel side w i t h t o p i c s such as t r a i n i n g , 
employment, IR, h e a l t h and sa f e t y . Serving the various committees are 
advisory committees. For instance, the Advisory Committee on Employment 
of the Brewers Society comprises a person from each o f the regions and the 
b i g companies, so t h a t a t f u l l s t r e n g t h there are about 16 or 17 people. 
This committee meets once per month and advises the Employment Committee 
which i s bigger and which comprises senior people such as Personnel 
D i r e c t o r s . 
At r e g i o n a l l e v e l (there are 7 regions) there are committees on these 
same aspects which feed i n t o the n a t i o n a l Brewers Society, a l l the l o c a l 
associations bein^, represented i n some shape or form i n the Brewers Society 
Committees. The importance of the r e g i o n a l associations v a r i e s according 
t o the a c t i v i t i e s i t undertakes. Thus, the Yorkshire Brewers A s s o c i a t i o n 
has had gr e a t e r impact on i t s members because i t has been concerned w i t h 
e s t a b l i s h i n g g u i d e l i n e s f o r pay settlements f o r the brewers w i t h i n the area, 
whereas i n other brewing associations t h i s f u n c t i o n has been abandoned. 
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I n 22 of the 24 companies v i s i t e d , e i t h e r the respondent or a named 
person w i t h i n the company was, or had u n t i l r e c e n t l y been, on one of the 
Society's committees at l o c a l or n a t i o n a l l e v e l . There were three l o c a l 
a ssociations w i t h which the companies v i s i t e d were v a r i o u s l y i n v o l v e d : 
the Yorkshire Brewers Association, the North East Brewers A s s o c i a t i o n and 
the North West Brewers As s o c i a t i o n . Only one respondent had contact w i t h 
two Brewers Associations, h i s company's r e g i o n a l boundaries not c o i n c i d i n g 
w i t h those o f the Brewers Society. At a r e g i o n a l l e v e l three o f the 
companies came under the NWBA's scope, 8 came w i t h i n t h a t o f the YBA, and 
5 under the scope o f the NEBA. 
According t o the respondents, the Brewers Society serves a number o f 
f u n c t i o n s : as an employers' a s s o c i a t i o n where subjects o f importance t o 
the brewing i n d u s t r y are discussed, which can feed i n f o r m a t i o n t o the CBI 
and which l i a i s e s w i t h various bodies such as the ITBs on b e h a l f o f the 
brewers. I m p o r t a n t l y , the Brewers Society acts as a forum where i n f o r m a t i o n 
i s exchanged, g i v i n g members knowledge o f what's happening i n breweries 
outside t h e i r area as w e l l as b u i l d i n g up contacts between brewers: as one 
manager put i t "we meet out of those meetings ... I was on the T r a i n i n g 
Committee f o r a w h i l e ... but on the basis o f t h a t one has b u i l t up 
f r i e n d s h i p s . " One aspect o f the Society's a c t i v i t i e s was mentioned a few 
times: recommendations f o r wage settlements "they issue g u i d e l i n e s but they 
are very much ... they're not i n any way mandatory, they're j u s t recom-
mendations. We, f o r example, don't a l t o g e t h e r approve of the l e v e l which 
they recommended ... we reckoned i t was being somewhat i n f l a t i o n a r y so we 
w i l l do our own t h i n g , so w i l l a l l the o t h e r s . " 
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The l o c a l Brewing Associations have s i m i l a r f u n c t i o n s but r e l a t e more 
to l o c a l c o n d i t i o n s . Again the exchange of i n f o r m a t i o n , the interchange 
of ideas was mentioned so t h a t they discuss "anything and everything r e a l l y " . 
The contacts made w i t h opposite numbers i n other breweries and the e s t a b l i s h -
ment o f i n f o r m a l contacts seem t o be a major a t t r a c t i o n . At l o c a l l e v e l , 
the l e v e l of wage settlements i s also discussed, and i n some areas, such as 
Yorkshire, r e g i o n a l agreement w i t h the unions i s sought before s p e c i f i c 
n e g o t i a t i o n s at p l a n t l e v e l proceed. 
While no strong assertions can be made i t does seem t h a t the l o c a l 
Brewing Associations are seen as r e l a t i v e l y more important t o the medium 
and small brewing companies. The large companies were r a t h e r lukewarm 
regarding l o c a l associations p o s s i b l y because they are more t a n g e n t i a l t o 
the company as a whole, and i t was the large companies who spoke o f the 
b e n e f i t s t o the small brewers from the Brewers Associations which they saw 
as being geared to the pace of the smaller companies. C e r t a i n l y i t seems 
l i k e l y t h a t the great d i s p a r i t y i n s i z e of breweries does not help the 
reaching of common and mutually b e n e f i t t i n g perspectives. To the extent t h a t 
l o c a l brewing associations have reached some agreement say, on wage guide-
l i n e s , t h i s may w e l l cause problems w i t h i n t h e large companies by causing 
d i s p a r i t i e s between the company's regions on pay and c o n d i t i o n s . Thus there 
i s l i k e l y to be some c o n f l i c t between the l o c a l associations and the HQs of 
the Big Six. "Yorkshire Brewers agreements cause problems j u s t w i t h i n the 
company context, l e t alone the parent company..." 
When asked f o r t h e i r opinions o f the Brewers Society and the r e g i o n a l 
a s s o c i a t i o n s , most comments were favourable. Again, i t was remarked t h a t 
there were " b e n e f i t s from attempting to maintain some s o r t o f conformity i n 
pay settlements". S i m i l a r l y at the l o c a l l e v e l there i s "an interchange of 
ideas and i t also makes sure t h a t you're not going t o get sold down the 
- 353 -
r i v e r by another company." Indeed, f o r the small brewers e s p e c i a l l y the 
l o c a l a s s o c i a t i o n seemed most important i n r e l a t i o n t o wage n e g o t i a t i o n s . 
So i f the YBA f o r instance should f a i l t o reach agreement on pay i t i s 
l i k e l y t h a t i t s importance w i l l d i minish correspondingly. W i t h i n the 
medium sized companies, the Brewers Society was seen to be i n f l u e n t i a l , 
and a good f o c a l p o i n t , so much so t h a t " i f i t wasn't t h e r e , there would 
have t o be some other organisations i f there was t o be any togetherness." 
Again, i t was on the IR side t h a t emphasis was made "The most u s e f u l end 
r e s u l t t o be q u i t e honest, i s at wage n e g o t i a t i o n time, when we are then 
considering as a body the s o r t o f things which are going t o be asked f o r and 
the s o r t o f things we are l i k e l y t o allow or not allow and they r e l a t e 
very, very s t r o n g l y t o s o c i a l trends, l i k e a s h o r t e r working week, s h i f t 
p a t t e r n s - we discuss those s o r t of t h i n g s . " 
I n the large companies at both HQ and r e g i o n a l l e v e l respondents' 
comments w h i l s t s t i l l favourable were s l i g h t l y less e n t h u s i a s t i c . Some 
found the meetings 'boring' as they o f t e n covered a l o t of 'unexciting 
s u b j e c t s ' or "we f i n d t h a t time spent at Brewers Society i s not always 
p r o d u c t i v e . " One r e c u r r i n g theme was, the growing competition between 
brewers so t h a t they "couldn't a f f o r d t o be too cosy". Discussions, 
t h e r e f o r e , were i n "guarded terms" because they were i n competition w i t h 
one another and they were "not encouraged to be open" so t h a t one d i r e c t o r 
s t a t e d we " a l l l i e t o each o t h e r . " I t i s most i n t e r e s t i n g t h a t i n none o f 
the medium and small companies was competition between brewers mentioned 
w i t h respect to the Brewers Society or A s s o c i a t i o n . 
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I t i s possible t h a t the p e r c e p t i o n o f competition was r e l a t e d t o the 
p o s i t i o n i n the managerial h i e r a r c h y o f the respondent, perhaps there r e a l l y 
i s growing competition between the large brewers. Yet a number o f respondents 
r e f e r r e d t o a 'Think Tank' o f Personnel D i r e c t o r s o f the Big Brewers which 
meets i n f o r m a l l y 3 or 4 times a year " i t ' s a get together, i t ' s a swapping 
of whats going on and o f course, i t ' s o f f the record s t u f f . " The existence 
o f t h i s Think Tank b e l i e s , a t l e a s t at one l e v e l , the growing competition 
f e l t by those o f managerial l e v e l and would seem t o r e f l e c t one o f the 
t r a d i t i o n a l aspects o f brewing - i t s f r i e n d l i n e s s - an aspect which was 
stressed i n a number o f i n t e r v i e w s . The Think Tank i s very much at top 
l e v e l and there was l i t t l e known i n d e t a i l about i t s a c t i v i t i e s by the 
respondents. That i t s existence was not p u b l i c i z e d was evident through a 
couple o f comments, one respondent exclaiming w i t h some a s p e r i t y when he 
was asked about i t "your i n f o r m a t i o n i s very good!"and he went on t o say: 
"There i s . . . w e l l i t s not a Think Tank - a l l i t i s , i s t h a t 
the Big Seven meet - oh q u a r t e r l y . . . i t s very i n f o r m a l . . . 
and there's an u n w r i t t e n r u l e t h a t r e a l l y whatever you hear 
at these s o r t o f t h i n g you don't necessary use but I don't 
t h i n k t h a t r e a l l y a p p l i e s . " ( l a u g h t e r ) 
At the very l e a s t , the existence o f t h i s Think Tank, f o r want o f a b e t t e r 
term, does mean t h a t as regards i n f o r m a t i o n exchange between brewing companies 
the large companies t n j o y q u i t e an advantage. But i t i s hard t o evaluate 
the amount of competition - the b r i n g i n g i n o f non-brewing personnel i n some 
lar g e companies, the growing competitiveness f o r areas suggests t h a t some 
observers' comments on brewing being very competitive are c o r r e c t . 
Nevertheless, there i s at the same time a l o t o f i n f o r m a l contact. 
Competition may o f course vary so t h a t , f o r instance, there i s less 
competition w i t h regard t o production and more i n r e l a t i o n t o marketing. 
(Even although on occasion, j o i n t marketing o f one product may e x i s t ) . For 
w i t h the "increasing u n r e l i a b i l i t y o f markets" ( G a l b r a i t h , 1969, p.44) 
companies may concentrate competitive e f f o r t i n t h i s d i r e c t i o n r a t h e r than 
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toward the more e a s i l y planned sphere o f production but "the f i r m must 
take every f e a s i b l e step t o see t h a t what i t decides t o produce i s wanted 
by the consumer at a remunerative p r i c e . " ( G a l b r a i t h , 1969, p.41). Some 
support f o r t h i s i s given by at l e a s t one brewing company which on s e t t i n g 
up a huge automated brewery very much encouraged v i s i t s by other brewing 
companies. However, as w i l l be seen below, as regards work o r g a n i s a t i o n 
changes which, a f t e r a l l , w i l l have e f f e c t s on production and i t s p r e d i c t -
a b i l i t y , there seems t o be a lack of i n f o r m a t i o n exchange implying again 
the t a c i t acceptance of competition i n the area. 
While one person s a i d t h a t the t o p i c o f work o r g a n i s a t i o n changes 
would come up and be discussed a t Think Tank meetings, there was less 
c e r t a i n t y about t h i s at the brewing a s s o c i a t i o n meetings. So work o r g a n i -
s a t i o n changes and experiments would "not s p e c i f i c a l l y " be discussed or at 
l e a s t "not so much"... "although one i s kept i n touch w i t h the problems 
t h a t people are having elsewhere and the s o l u t i o n s they're coming up w i t h . " 
One respondent said t h a t such changes might w e l l be discussed, yet a job 
enrichment programme introduced i n t o h i s company was not discussed at the 
l o c a l a s s o c i a t i o n because "we d i d n ' t t h i n k t h e r e was any need t o . The 
outside body we wanted t o discuss t h a t w i t h was /the o r g a n i s a t i o n / whom we 
brought i n t o advise us." 
There was a suggestion o f wariness i n t a l k i n g t o people from other 
cprapanies on such t o p i c s although one respondent asserted t h a t a t o p i c such 
as work o r g a n i s a t i o n "always comes up because i t a f f e c t s methods of payment 
So i f a change such as job enrichment i s implemented and i t does not a f f e c t 
payment or methods of payment i t w i l l not 'come up'. This i m p l i e s t h a t 
changes which dp_ a f f e c t payment methods w i l l be discussed. So i t f o l l o w s 
t h a t i n schemes such as AWGs where changes i n payment methods are l i k e l y , 
t h a t the t o p i c w i l l come up f o r discussion. However, no mentions were made 
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of the changes i n v o l v i n g work groups which had or were being t r i e d i n two 
breweries, suggesting t h a t the subject had not been discussed outside the 
company at a l l , whether at the Brewers Society or not. 
Contact through the Brewers Society and i t s associations i s only a 
small p a r t o f the contact t h a t takes place between brewers. There i s a great 
deal o f contact on a day-to-day basis which, w h i l e i t might a r i s e from 
contact through the Brewers Society, i s much more i n f o r m a l . I t i s the 
Brewers themselves, the p r o f e s s i o n a l s who produce the beer, who have the 
greate s t contact - through the Brewers G u i l d as w e l l as i n f o r m a l l y . They 
appear to see themselves as something o f a race apart and the constant 
contact i s apparently "a kindred s p i r i t s o r t o f t h i n g . " Nevertheless, there 
i s a great deal o f contact between breweries i n other f u n c t i o n s . Contact 
seems t o vary from company t o company but t h i s may merely r e f l e c t the 
p r a c t i c e s o f the respondent: e.g. " p e r s o n a l l y , my contact i s l i m i t e d . " 
As one newcomer t o the i n d u s t r y remarked: 
"What amazes me i s how much contact there i s between brewers... 
when I f i r s t went t o the Brewers Society there was i n v i t a t i o n s 
t o v i s i t three breweries and t a l k about shared problems. I t ' s 
a very sociable type o f set-up, environment - I don't know how 
you f i n d i t , but i t seems t o me, and the other t h i n g t h a t s t r i k e s 
me i s t h a t they a c t u a l l y do exchange almost e v e r y t h i n g . I f you 
wanted t o get a s a l a r y f i x on... from the chauffeurs, t o 
personnel... maybe not at d i r e c t o r l e v e l , but c e r t a i n l y you could 
get i t , you would j u s t contact your personnel man and... i t 
wouldn't take very long t o get..." 
Contacts seem t o o r i g i n a t e a t the Brewers Society and are b u i l t up on 
a personal basis from t h e r e , thus "the openness of contact v a r i e s . " A l s o, 
the use t h a t i s made o f contacts v a r i e s from a lukewarm "contacts are there 
i f necessary" t o ' f i n d contact i s superb - i f we need t o know anything, see 
anything, then we r i n g up and o f f we go... I ' l l be on the phone a couple o f 
times every week t o j_ x_7~ f i n d i n g out what he's doing and he f i n d s out what 
I'm doing and so on." 
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INTER-FIRM CONTACT: I n the Regions 
C e r t a i n l y contact d i d seem to be great e r w i t h i n the r e g i o n , r e f l e c t i n g 
not only the r o l e of the brewing associations but also t h a t competitors 
tended t o be w i t h i n the region. So, i t was found t h a t i n naming breweries 
where contacts e x i s t e d , 12 r e f e r r e d only t o breweries w i t h i n the r e g i o n . 
Indeed the importance o f the geographical l o c a t i o n o f the contacts i n other 
95 
breweries was remarked upon by seven respondents. Occasionally the Big 
Six HQs mentioned breweries outside the reg i o n but even here i n two London 
HQs o f Big Six companies, mention was made o f smaller l o c a l breweries. 
I n the cooperative brewery (owned by the Working Men's Club and 
I n s t i t u t e s i t supplies) w h i l e t h e r e was contact w i t h other breweries there 
was not "the t r u e a f f i l i a t i o n o f t a l k i n g t o another cooperative" and there 
was a " d i f f i c u l t y i n r e l a t i n g t h i s t o other p r i v a t e brewers..." A comment 
which as e a s i l y could apply t o many other aspects o f t h i s brewery's operations 
but which t o d e t a i l would be impossible given t h a t i t would destroy any 
claims o f anonymity. 
One o f the most remarkable aspects o f t h i s contact between breweries 
i s t h a t the respondents themselves seemed t o be amazed at the amount o f 
contact - i t was c e r t a i n l y not taken f o r granted. There was a degree o f 
pr i d e expressed i n the t r a d i t i o n a l nature o f brewing as w e l l as i n the 
a b i l i t y t o meet and t a l k w i t h competitors, evidenced not only by such 
comments as the Brewers themselves 'being a race apart' but also through the 
shared concerns of competing breweries " C e r t a i n l y on the personnel side we 
have no secrets r e a l l y because what we're discussing are u s u a l l y common 
problems - because what happens here one week, c e r t a i n l y happens at /adjacent 
brewery_/ the week a f t e r or v i c e versa...". 
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Nevertheless, the existence and awareness o f competition was remarked 
upon i n most of the i n t e r v i e w s . The comments v a r i e d from " i t ' s a cut t h r o a t 
business" t o "although i t ' s very, very c o m p e t i t i v e , i t ' s s t i l l very f r i e n d l y 
and cooperative."; " i f I wanted i n f o r m a t i o n , f o r example, from ]_ x_/ - I 
know somebody there and from whom I would get i n f o r m a t i o n - o f course i t 
would be on the o l d boy network... even, although we are competitors." 
This curious mixture o f competition and f r i e n d l i n e s s i n contacts w i t h i n the 
i n d u s t r y was a r e c u r r i n g theme "we have a f a i r l y mutual help t h i n g - we don't 
want t o give too much help because we're i n c o m p e t i t i o n ! But we're not 
deadly enemies, we get along f a i r l y w e l l . " "Everybody t r i e s t o b e n e f i t from 
other people's experience. Other people's experience i s cheaper anyway." 
However, d e s u l t o r y conversation, a t whatever l e v e l , may not be so important. 
A g u i l a r i n h i s study o f 137 US and European managers, re p o r t e d t h a t " i n 
NOT ONE SINGLE CASE d i d a manager r e p o r t the o b t a i n i n g o f important e x t e r n a l 
i n f o r m a t i o n from a general conversation or other undirected personal 
communication. One pos s i b l e explanation f o r t h i s e x t r a o r d i n a r y f i n d i n g i s 
t h a t managers seldom a c c i d e n t a l l y run acrosss e x t e r n a l i n f o r m a t i o n t h a t they 
RECOGNISE AS 3EING IMPORTANT w i t h o u t f u r t h e r check." "We might go on t o 
speculate t h a t by the time the manager recognises the i n f o r m a t i o n as r e a l l y 
important, he would probably consider t h a t he had a c t i v e l y s o l i c i t e d i t . " 
( A g u i l a r , 1967, p.102/3) (emphasis i n o r i g i n a l ) . Yet A g u i l a r also notes, 
quoting one manager t h a t : 
"The many t i d b i t s o f i n f o r m a t i o n t h a t an executive picks 
up through i n f o r m a l conversations w i t h other businessmen 
serves t o provide a "background noise" t h a t can be extremely 
u s e f u l , perhaps not i n p r e c i s e l y p o i n t i n g t o a s o l u t i o n ; 
an issue, or even a problem, but i n a l e r t i n g the business-
man t h a t something has changed. The r e a l value o f t h i s 
source l i e s i n i t s a b i l i t y t o give the f i r s t d u l l impression 
t h a t there i s something more t o be learned." /1967, p.91/ 
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I t would be i n t e r e s t i n g t o know t o what extent brewing i s i d i o s y n c r a t i c 
i n i t s i n t e r - f i r m contact and also i f any other i n d u s t r i e s have a s i m i l a r 
view of themselves which could be summed up i n the phrase 'us against the 
r e s t o f the world'! While the o r i g i n of t h i s a t t i t u d e i s unclear, brewing 
i n t e r e s t s are not commonly associated w i t h the p u b l i c good by various 
n o n - i n d u s t r i a l audiences. S i m i l a r l y , the p r a c t i c e of governments i n r a i s i n g 
a great deal of tax revenue from the brewing i n d u s t r y may have engendered 
such defensive a t t i t u d e s . There was a c o n t i n u a l stress on the f a c t t h a t 
"they are a l l i n the same boat", and t h a t " i t i s very much i n our own 
i n t e r e s t s as an i n d u s t r y t o get together." Competition tended t o be 
stressed by the younger respondents who appeared t o see other breweries i n 
a more g l a d i a t o r i a l l i g h t . For example, one sa i d : 
" I l i k e p e r s o n a l l y t o know the namesof our competitors - not 
from the p o i n t o f view of underhand or i l l e g a l dealing but 
from the p o i n t o f view t h a t I f i n d i t easier t o work out the 
thought processes of somebody i f I a c t u a l l y know them.... 
So I p e r s o n a l l y do l i k e t o get t o know a wide range of board 
members i n other companies f o r t h a t purpose." 
One respondent s a i d he found one very good source o f i n f o r m a t i o n on other 
companies' a c t i v i t i e s t o be the t r u c k d r i v e r s who would be the f i r s t t o 
know i f anything new was going on, suggesting a somewhat competitive 
perspective. A s i m i l a r comment was recorded by A g u i l a r on t r u c k d r i v e r s as 
i n f o r m a t i o n sources on competitors (1967, p.64). A t r a i n i n g manager s t a t e d 
" I don't know i f t h a t ' s t r u e o f other f u n c t i o n s but I f e e l a t ease w i t h my 
counterparts i n other i n d u s t r i e s . I f I've got something which I t h i n k i s 
a head s t a r t on what A l l i e d or Bass has got, I a i n ' t going t o give i t away." 
But i t should not be f o r g o t t e n t h a t there i s d i r e c t commercial contact between 
brewing companies - i n pro d u c t i o n , marketing and b o t t l i n g there i s o f t e n 
cooperation between breweries. 
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KNOWLEDGE OF INNOVATIONS WITHIN THE INDUSTRY 
Given t h a t there was a great deal of contact, formal and i n f o r m a l , a t 
various l e v e l s , i t i s s u r p r i s i n g t h a t so l i t t l e awareness e x i s t e d o f the 
AWGs which have been t r i e d i n one brewery. This was also the case regarding 
knowledge o f 'changes i n work o r g a n i s a t i o n ' which had been t r i e d i n other 
breweries. While there were f i v e references t o i n c e n t i v e schemes of various 
kinds, four mentions o f one brewery's d e c e n t r a l i s a t i o n programme, and a 
couple of remarks about the i n t r o d u c t i o n of automated equipment, there were 
very few t o what might broadly be termed ' s o c i a l changes' which were being 
c a r r i e d out i n a number of breweries. Thus a seminar h e l d i n a brewery which 
had implemented a f a i r l y extensive c o n s u l t a t i v e scheme and which was attended 
by representatives from at l e a s t three other l o c a l breweries - was mentioned 
by only one respondent. Even the a s s i s t a n t personnel manager i n the brewery 
which had held the seminar mentioned n e i t h e r the seminar nor any a s s o c i a t i o n 
w i t h the o r g a n i s a t i o n which helped organise i t . S i m i l a r l y only one mention 
was made of an in n o v a t i o n i n work o r g a n i s a t i o n i n another brewery, despite 
the f a c t t h a t a number o f breweries had implemented changes. Indeed, 12 
of the respondents knew o f no breweries which had t r i e d t o introduce changes 
i n work o r g a n i s a t i o n . While s i x respondents named a brewery (which had 
introduced AWGs some time ago) f o r changes and inn o v a t i o n s , these r e f e r r e d t o 
the firm's use of psychological t e s t i n g and the c o n s u l t a t i v e s t r u c t u r e . Only 
one respondent associated t h a t brewery w i t h work groups. As the previous 
questions i n the i n t e r v i e w s were concerned w i t h knowledge and examples of 
AWGs i n Europe and B r i t a i n , i t can f a i r l y c o n f i d e n t l y be asserted t h a t there 
was very l i m i t e d awareness of AWGs which had been t r i e d i n the brewing 
i n d u s t r y . S i m i l a r l y , there was no mention of job enrichment, work s t r u c t u r i n g , 
or worker involvement schemes i n other breweries. 
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Two comments by respondents suggest why more i s not known o f the brewery 
which had introduced AWGs some years ago. "Not a very successful company 
but o f course we're always t o l d a very good Personnel Department." 
"... j_ x_/ f o r example dominates i t s market - there's less i n c e n t i v e . . . I 
mean, why mess about w i t h something t h a t ' s working. I t ' s u s u a l l y expensive 
t o b r i n g i n the change, and f o r what i f you've already got most o f the 
market?" I t may be t h a t an eye i s kept on the successful, and i f changes 
are made i t i s only i n a h i g h l y competitive market s i t u a t i o n and when the 
company i s under a t t a c k . Changes, p a r t i c u l a r l y those w i t h dubious economic 
ret u r n s might be associated w i t h d e c l i n i n g fortunes and t o be avoided, r a t h e r 
than f o l l o w e d . " I t ' s economic performance t h a t r e g i s t e r s " according t o one 
ITB adviser. While a number o f respondents mentioned t h a t i t was necessary 
to keep an eye on one's competitors, and they tended t o be i n the immediate 
area, i t i s f u r t h e r s u r p r i s i n g there was only one mention of AWGs i n the 
one brewery, even i n the area where i t he l d a s u b s t a n t i a l p r o p o r t i o n o f the 
market. Of course, i n asking about 'innovative' f i r m s , i t might be t h a t 
respondents f e l t t o name any brewery as in n o v a t i v e was tantamount t o a 
recommendation o f the p r a c t i c e s of another f i r m . Given the f e e l i n g s o f 
competitiveness t h a t were sometimes expressed, i t might be understandable 
why there was such a l i m i t e d response. 
I t d i d not appear t h a t there was any secretiveness about ' s o c i a l 
changes' which were being or had been t r i e d , although t h e i r presence was 
not adv e r t i s e d . I n three instances at l e a s t , an a r t i c l e had appeared i n a 
trade or other j o u r n a l d e s c r i b i n g the work being c a r r i e d out, and i n two 
cases seminars or l e c t u r e s had been conducted. As one respondent put i t : 
" I f you're asking, would we rush around t o /a nearby brewery/ 
and t e l l them we've got AWGs ... no, we wouldn't. I f they 
wanted... i f they got t o know about i t and wanted t o t a l k 
about i t , they would come and see us and... f i n e . But i t s 
not something we would make too much o f a song and dance 
about." 
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I n another brewery where extensive changes were being t r i e d there had been 
no discussion of the changes outside the company "we're tending t o keep i t 
f a i r l y close t o ourselves, I don't t h i n k f o r any reason o f not wanting t o 
t e l l , j u s t t h a t l i f e ' s too s h o r t , " yet the respondent l a t e r went on t o 
say t h a t a t 'Think Tank' meetings " i f somebody sai d 'what are we a l l doing 
on involvement, then my boss i s q u i t e l i k e l y t o say ' w e l l , we're doing t h i s , 
t h a t and the other a t . . . " . 
So i t seems t h a t other than coming across a r t i c l e s or TV programmes, 
i n f o r m a t i o n would have t o be a c t i v e l y sought, i t would not simply be 
o f f e r e d regarding work changes. Yet at the same time, the lack of knowledge 
i n t h i s area i s perhaps i n d i c a t i v e of lack o f i n t e r e s t . I n the awareness 
of changes which had been t r i e d i n other breweries, the stress tended t o 
be on the ' t e c h n i c a l ' r a t h e r than the ' s o c i a l ' . I t was changes such as 
i n c e n t i v e schemes, methods o f payment, the i n t r o d u c t i o n of automated 
equipment, d e c e n t r a l i s a t i o n , r a t h e r than the job s a t i s f a c t i o n , job enrichment 
changes which were mentioned. 
So despite the extensive contact which takes place between breweries, 
conversation would seldom appear t o t u r n t o changes which might i n c l u d e 
some behavioural or s o c i a l science component. However, the channels of 
communication are there i f i n t e r e s t i s , f o r some reason, s t i m u l a t e d . There 
i s a suggestion t h a t the higher up the o r g a n i s a t i o n t h a t contact takes 
place, the greater the chance of work o r g a n i s a t i o n changes being discussed 
e.g. at Think Tank meetings. 
- 363 -
SOCIAL SCIENCE RESOURCE PERSON 
While the o r i g i n o f an idea may be o f great i n t e r e s t , how and who 
receives the idea may be even more important. As i t i s w i t h ideas from 
the s o c i a l sciences t h a t we are concerned, then the p o s i t i o n and f u n c t i o n o f 
the s o c i a l science resource person i s o f considerable i n t e r e s t . The 
p o s i t i o n i n the hierarchy i s important because i t may a f f e c t the outcome of 
any recommendations which might be made, on the p r i n c i p l e t h a t the higher 
i n the o r g a n i s a t i o n , the greater the i n f l u e n c e t h a t can be wielded. The 
f u n c t i o n i n which the resource person i s may also a f f e c t the outcome or 
recommendations. The personnel department, f o r instance, i s not t r a d i t i o n a l : 
the department seen t o enjoy greatest o r g a n i s a t i o n a l power. However, the 
extent t o which the resource person i s the gatekeeper t o i n f o r m a t i o n flow 
w i t h i n the o r g a n i s a t i o n , and i n f o r m a t i o n which i s sought by others i n the 
o r g a n i s a t i o n may enhance the power he e n j o y s . ^ 
(The tendency, noted e a r l i e r f o r the terms s o c i a l science and 
behavioural science t o be used interchangeably became something of a 
problem here. I t was discovered very e a r l y i n the i n t e r v i e w t h a t a t t i t u d e s 
and r e a c t i o n s t o the words ' i n d u s t r i a l sociology' were not a l t o g e t h e r 
p o s i t i v e ! "Hie very term was c l a s s i f i e d as jargon and i t s use was confined 
to those who had studied some aspect o f the s o c i a l sciences. Social 
science was seen as somewhat more respectable but even t h i s term was 
challenged and 'behavioural science' used i n preference. I t was the term 
behavioural science which was f i n a l l y used i n my l e t t e r . This s h i f t from 
i n d u s t r i a l sociology t o s o c i a l science t o behavioural science n e a t l y 
i l l u s t r a t e s what happens i n the d i f f u s i o n process so t h a t through the 
various t r a n s l a t i o n s the o r i g i n a l term i s adapted and could be argued to 
be q u i t e d i f f e r e n t i n meaning at the end o f the process. The i m p o s s i b i l i t y 
of c h a r t i n g the d i f f u s i o n of one idea becomes apparent. The idea i s 
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c o n s t a n t l y changing - the content, the i m p l i c a t i o n s and associations a l t e r -
nothing seems constant. To maRe any claims t h e r e f o r e t h a t the d i f f u s i o n 
of an idea has been examined i s misleading. Rather a snowballing process 
i n which the ob j e c t under study i s never s t i l l and never the same might 
have been examined. I t i s t h e r e f o r e the process of d i f f u s i o n and not the 
d i f f u s i o n of an idea which i s being studied.) 
As noted e a r l i e r , the i n i t i a l l e t t e r t o the breweries was worded so 
i t would tend to land on the desk o f the person who would deal w i t h 
enquiries regarding the s o c i a l sciences. I n a l l but one instance, the 
respondent was t o be found w i t h i n the personnel department, the exception 
97 
being someone who had, u n t i l r e c e n t l y , been i n the personnel f u n c t i o n . 
There were only two suggestions t h a t other departments might be i n v o l v e d i n 
work o r g a n i s a t i o n changes, both i n medium sized companies: i n one case where 
the I n d u s t r i a l Engineering Department would come up w i t h ideas, and i n the 
other, where the Production D i r e c t o r was h e l d t o be very i n t e r e s t e d i n 
reading about the 'human aspects'. H a l f the respondents (13) i d e n t i f i e d 
themselves as the s o c i a l science resource or would know and be i n v o l v e d i n 
any matters which arose r e l a t i n g t o s o c i a l science issues. They were 
d i v i d e d between the medium and large companies. I n only one o f the f i v e 
small breweries was there an i d e n t i f i a b l e s o c i a l science resource person. 
Ten o f these 13 resource persons were e i t h e r at personnel manager or 
personnel d i r e c t o r l e v e l , the three others - a l l i n medium sized companies 
were at t r a i n i n g manager l e v e l . I n the companies where the respondent was 
not the resource person, (and there was a resource person) he was i n f o u r 
cases i d e n t i f i e d as the Personnel D i r e c t o r and i n the other three cases as 
the T r a i n i n g Manager, 
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I t should be noted i n passing t h a t t o f i n d the s o c i a l science resource 
i n the t r a i n i n g r a t h e r than the personnel f u n c t i o n ( t o the extent t h a t the 
two are separate) may mean a r a t h e r under-developed personnel department. 
Indeed, as one respondent i n a large OC commented about s o c i a l science 
queries "we would not be a w e l l e s t a b l i s h e d personnel department i f they 
d i d not come t o us." The r e l a t i v e l y l a t e establishment of personnel 
departments i n some breweries should be remembered here. 
Of those who were the s o c i a l science resource, respondents and o t h e r s , 
f i v e had degrees i n the s o c i a l sciences - one o f these being a Masters i n 
labour economics, one Ph.D. i n psychology. Regarding the s o c i a l science 
graduates, i n only two instances was a sociology i n p u t mentioned, the t o p i c 
normally being economics. Of the other degrees one had a Masters degree 
i n Manpower Studies, the remaining three having graduated i n Geography, 
H i s t o r y and Mathematics. A l t o g e t h e r then, mention was made of nine graduates 
who were the s o c i a l science resource. This f i g u r e should be t r e a t e d w i t h 
caution f o r a number o f reasons. F i r s t l y , i t was not always known who was 
or was not a graduate and guesses sometimes seemed t o be made regarding 
the subject o f the degree. Secondly, i n two i n t e r v i e w s , the respondents 
were not asked whether or not they were graduates - i n both cases due t o 
lack of time and the i n t e r v i e w s being s l i g h t l y rushed. T h i r d l y , one or two 
of the respondents seemed r e l u c t a n t t o t a l k about t h e i r q u a l i f i c a t i o n s and/or 
previous experience and were not pushed t o do so. Three o f the respondents 
were members of the IPM - by examination - and the t o p i c s covered i n the 
c u r r i c u l a include a broad basis i n i n d u s t r i a l sociology. 
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Of the other respondents who were the s o c i a l science resource, they 
claimed t h e i r knowledge of the s o c i a l sciences was " b u i l t up over the 
years" t h a t they had "read a l l s o r t s of t h i n g s " ; t h a t t h e i r knowledge 
had been "picked up as I went along" and " I went through the behavioural 
sciences once'.' There was l i t t l e evidence here of any systematic l e a r n i n g 
or formal t r a i n i n g although two mentions were made o f courses: i n one case 
a Work Study course and the other a management/training course the 
respondents had attended. 
Among the respondents then there i s not a great deal o f s p e c i f i c 
s o c i a l science i n p u t e s p e c i a l l y where i t might include some sociology. And 
i n some cases where i t e x i s t s , e.g. i n IPM courses, i t i s u n l i k e l y t o be 
at'more than a s u p e r f i c i a l l e v e l . I t appears then t h a t a somewhat l i m i t e d 
competence e x i s t s i n the brewing i n d u s t r y regarding the s o c i a l sciences. 
But t h i s conclusion may be over-hasty f o r two reasons. One, because i t i s 
impossible t o know the competence of those resource persons who were not 
int e r v i e w e d , and t h a t competence i s hard t o gauge from comments made sueh 
as "The Personnel D i r e c t o r - he's probably going t o get the highbrow 
i n f o r m a t i o n - he's very i n t e r e s t e d i n t h a t s o r t of t h i n g . " Secondly, paper 
q u a l i f i c a t i o n s r e l a t e t o past a c t i v i t i e s , t o knowledge which might w e l l be 
f o r g o t t e n and give no i n d i c a t i o n of present l e v e l o f i n t e r e s t or experience 
THE INFORMED AMATEURS 
Although i t i s hard to t r y to judge knowledge of the s o c i a l sciences, 
four of the respondents did seem t o have an above average ( i n the brewing 
i n d u s t r y ) a p p r e c i a t i o n of concepts and t h e o r i e s , p a r t i c u l a r l y i n r e l a t i o n 
to psychology and the behavioural sciences. This was r e f l e c t e d not. only 
i n t h e i r conversations but i n t h e i r bookcases or the books they r e f e r r e d to 
(Of course the contents of bookcases may w e l l be unread, but at lea s t the 
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p o s s i b i l i t y i s much greater o f the book r e c e i v i n g a t t e n t i o n i f they are 
at hand). T h e i r bookcases tended to have a wide range of books from 
i n d u s t r i a l r e l a t i o n s , t o psychology, t o philosophy and a e s t h e t i c s . A 
number were concerned w i t h i n d u s t r i a l sociology such as Fox 'Beyond 
Contract'; T r i s t et a l ' s 'Organisational Choice 1; Topham 'The Organised 
Workers'; Blackburn 'Union Character and Social Class' and there were 
others such as Oppenheim 'Questionnaire Design and A t t i t u d e Measurement'; 
Paul and Robertson 'Job Enrichment and Employee M o t i v a t i o n ' ; Daniel and 
Mcintosh 'The Right t o Manage', etc . 
O v e r a l l , the books i n d i c a t e d a f a i r l y h i gh l e v e l o f i n t e r e s t and 
awareness i n the s o c i a l sciences. These respondents I have c a l l e d 'informed 
amateurs' f o r three o f these f o u r people who appeared to be most informed 
and i n t e r e s t e d were those who d i d not have any formal t r a i n i n g or a degree 
connected w i t h the area. The f o u r t h person had a Masters degree i n 
Manpower Studies. But i t i s i n the past experience of the respondents t h a t 
much o f the knowledge and i n t e r e s t appeared t o o r i g i n a t e . I n one case, 
through a lengthy p e r i o d i n the Army where the respondent had been i n v o l v e d 
i n e a r l y T-group work; i n another knowledge and i n t e r e s t came through 
experience i n a large m u l t i - n a t i o n a l which had been h e a v i l y engaged i n 
u t i l i s i n g behavioural s c i e n t i s t s and i n which he had extensive contact w i t h 
.American behavioural s c i e n t i s t s . I n a v a r i a t i o n of l e a r n i n g by ' s i t t i n g 
next t o N e l l i e ' the respondent said he j u s t 'glued' h i m s e l f t o a behavioural 
s c i e n t i s t who was working i n the company; " f o r three months, I l i s t e n e d 
and watched and l e a r n t as much as I could." And i n the t h i r d case, i t was 
through experience 'at the sharp end' i n a brewery on the personnel side f o r 
q u i t e a number of years and the personnel manager's philosophy r e f l e c t e d 
that experience. I n e x p l a i n i n g h i s a c t i v i t i e s , h e s t a t e d r a t h e r apologetical1> 
"I've got a t h i n g about involvement you see...". Of these f o u r 'informed 
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amateurs' - two were i n large HQs and were personnel managers w h i l e two 
were i n medium companies, one at HQ and one at OC, and both were managers 
responsible f o r t r a i n i n g and development. 
The presence of informed amateurs r e f l e c t s not only the i n t e r e s t s o f 
an i n d i v i d u a l and the recruitment p o l i c y of a company but i s also something 
which i t i s hard t o buy. Informed amateurs are u n l i k e l y t o work f o r an 
or g a n i s a t i o n where they cannot i n f l u e n c e the development o f the o r g a n i -
s a t i o n or i t s managers; "the reason I came here was because I knew the 
Group Managing D i r e c t o r wanted what I be l i e v e d I could d e l i v e r " . And the 
l i n e managers too: 
"They're the guys t h a t c o n t r o l the budgets, they're the guys 
who make the decisions and i f I can't persuade the Chief 
Executive, or a Chief Executive who's not h a l f i n c l i n e d i n 
my d i r e c t i o n , then I ' l l go somewhere else where I've more 
chance of success." 
RESPONDENTS' OPINIONS OF SOCIAL SCIENCE 
When lo o k i n g a t the respondents' opinions of the s o c i a l sciences, i t 
was the informed amateurs who were most e n t h u s i a s t i c and whose evaluations 
o f the s o c i a l sciences were most p o s i t i v e , e.g. "use the behavioural 
sciences tremendously"; "very u s e f u l " e t c . Why should these respondents 
have been keener than the others? Experience alone i t seems i s not enough 
to s t i m u l a t e i n t e r e s t i n the s o c i a l or behavioural sciences. One respondent 
who had been i n v o l v e d i n the successful implementation of a job enrichment 
scheme i n an o r g a n i s a t i o n he had worked i n , displayed very l i t t l e i n t e r e s t 
or enthusiasm f o r the subject: 
"We've got two or three /behavioural science/ books next door 
on the s h e l f and I must admit I've never got past the f i r s t 
chapter o f any of them! I t c e r t a i n l y doesn't s t i m u l a t e me 
t h a t much, because again, as I s a i d , i t ' s f i n e i n t h e o r y , but 
not... f o r the people we deal w i t h on a day-to-day...". 
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Perhaps i t i s the absence of s o c i a l science degrees or a formal input of 
sociology which i s c r u c i a l , the people who claimed they had done a degree 
w i t h some sociology or s o c i a l science in p u t seemed t o be less i n t e r e s t e d 
i n the subject as w e l l as being more s c e p t i c a l as t o i t s value. Indeed, 
i t was two economists who s p e c i f i c a l l y made negative comments about s o c i o l o g i s t s , 
one muttering about beads and beards and long-haired l e f t i e s . (Comments 
from economists which should occasion no s u r p r i s e given the acknowledged 
ant i p a t h y which o f t e n e x i s t s w i t h i n u n i v e r s i t i e s between the two d i s c i p l i n e s ! ) 
A f i n d i n g which was echoed by K l e i n (Social S c i e n t i s t i n I n d u s t r y ) " I t has 
been said t h a t the member of an OR team who i s l e a s t l i k e l y to want a 
p r o f e s s i o n a l economist included i n the team i s the one who has a smattering 
of economics." (1976, p.225) An economist i n a medium OC said he would 
" t u r n o f f " i f he saw the word sociology because "Again, I t h i n k i t ' s 
probably a hang-cver from u n i v e r s i t y days - the s o c i o l o g i s t s you know used 
t o . . . you're not a s o c i o l o g i s t are you?" That contact w i t h sociology 
produces these sceptics should-be borne i n mind. At the very l e a s t i t 
suggests t h a t sociology s i t s uncomfortably i n degree courses w i t h the 
o s t e n s i b l y 'harder' subjects such as economics. I t may be t h a t the 
evangelical and missionary aim of many s o c i o l o g i s t s seeking to a l e r t 
students to the ' r e a l i t i e s ' o f s o c i e t y i s counter-productive. 
I n t e r e s t i n the s o c i a l sciences may be due t o the lack of formal i n p u t , 
of enthusiasm being r e t a i n e d because the t o p i c has not been systematised, 
l e a r n i n g has been v o l u n t a r y and s e l f - d i r e c t e d . So r a t h e r on the l i n e s of a 
hobby l o s i n g a t t r a c t i o n when i t becomes an occupation, i n t e r e s t i n the 
s o c i a l sciences might be sustained because there i s a large element o f 
choice i n keeping up w i t h i t s output. 
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However, the informed amateurs maintain r e s e r v a t i o n s about the s o c i a l 
sciences, i n which they are i n d i s t i n g u i s h a b l e from many other respondents. 
Having asked the respondents t h e i r r e a c t i o n to the words and opinion of 
the s o c i a l sciences, two t h i r d s of the responses were p o s i t i v e , ranging 
from lukewarm t o e n t h u s i a s t i c , while one t h i r d o f the responses were 
negative. I t was p a r t i c u l a r l y i n the small companies t h a t responses were 
negative despite one respondent having studi e d i n d u s t r i a l sociology as p a r t 
o f h i s degree, and another having f i r s t - h a n d experience of the use o f 
behavioural science. From the former: 
"my v e r d i c t on the i n d u s t r i a l s o c i o l o g i s t i s t h a t they are 
good at w r i t i n g books, at p u t t i n g jargon i n t o hide the common 
jargon t h a t we're used t o , but they can never get past the 
f a c t o r y gate or the o f f i c e door"... " I ' v e never been impressed 
w i t h i n d u s t r i a l sociology". 
And from the l a t t e r : 
"Quite honestly the behavioural sciences and so on - I've 
been on a number of courses where they've been stressed, 
on the saf e t y s i d e , on the work study side of i t - they 
form basic t r a i n i n g on t h a t type of course - very o f t e n 
we t h i n k they're a b i t overplayed. You can go too much 
overboard. I don't know q u i t e what t o say. What my 
basic f e e l i n g i s , I t h i n k , looking at the theory i t 
sounds very good but when i t comes t o p r a c t i c e , I t h i n k 
i t ' s e n t i r e l y d i f f e r e n t q u i t e h o n e s t l y . " 
Only i n one small company was any p o s i t i v e i n t e r e s t i n the s o c i a l science 
evinced, but the respondent had t o have the term s o c i a l science explained 
to him a f t e r which he r e p l i e d : 
" I p ersonally am f a i r l y i n t e r e s t e d though I haven't 
studied i t , i n what motivates people. When I look at 
people i n my department, I am very keen to know why they are 
doing i t , what they are doing, and as I say, the success 
of the small company i s geared to the f a c t of the motiva-
t i o n o f a few people and I t h i n k i t ' s very important." 
The l i n k made between m o t i v a t i o n and s o c i a l science i s i n t e r e s t i n g and 
gives a h i n t of a r e c u r r i n g theme - t h a t what p r a c t i s i n g managers might 
r e f e r t o as s o c i a l science i s what academics would c a l l behavioural 
science, or applied psychology. 
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A f a v o u r i t e subject encountered i n small, medium and large companies 
was the o v e r - p r o l i f e r a t i o n o f s o c i a l sciences and s o c i a l s c i e n t i s t s , " I 
t h i n k the image i s bad because we've got so many s o c i o l o g i s t s as s o c i a l 
science seems to be such as easy r i d e at u n i v e r s i t y - t h a t ' s the l o f t y 
heights of a Cambridge h i s t o r i a n t a l k i n g " ; "but I wonder seeing some of 
the work t h a t comes out whether we're not going round i n smaller and 
smaller c i r c l e s . Doing more and more w i t h less and less u n t i l we know 
everything about n o t h i n g . " 
One p o i n t needs t o be r e i t e r a t e d regarding managers i n the brewing 
i n d u s t r y , an aspect found i n a l l sizes of company and which p o s s i b l y a f f e c t s 
opinions on and i n t e r e s t i n the s o c i a l sciences. There seems t o be a great 
deal of c r o s s - f u n c t i o n a l movement, e.g. from accountancy t o personnel; 
from work study or sales t o personnel, (see t a b l e p.336) Changes i n f u n c t i o n 
may mean - as one respondent pointed out, being thrown i n at the deep end -
having been asked i f he had any t r a i n i n g i n personnel he r e p l i e d "No. I t 
was f a i r l y traumatic when I f i r s t s t a r t e d . Being an accountant, i t was a 
very d i f f e r e n t k i n d o f r e s p o n s i b i l i t y . I took over my r e s p o n s i b i l i t i e s 
r e a l l y at 24 hours n o t i c e which was q u i t e t r a u m a t i c . " While t h i s i s an 
extreme case, managers moved from f u n c t i o n t o f u n c t i o n are u n l i k e l y t o have 
much awareness of the s o c i a l sciences or time t o gain such knowledge being 
concerned, on t r a n s f e r j u s t t o cope w i t h the day-to-day problems. Perhaps 
also the perspective gained i n other f u n c t i o n s such as work study or accoun-
tancy may not encourage i n v e s t i g a t i o n of more o s t e n s i b l y 'tender-hearted' 
areas such as the s o c i a l sciences. Even i f they are i n t e r e s t e d and implement 
some changes, t h e i r frequent moves w i t h i n the company may mean they are 
unable to see a p r o j e c t through or see the long-term consequences of any 
p r o j e c t s . 
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Within the medium sized companies, a t t i t u d e s t o the s o c i a l sciences 
were more mixed. As noted e a r l i e r , two o f these companies had informed 
amateurs who also made some reservations i n t h e i r enthusiasm. With behav-
i o u r a l science " i t i s a question of having i t embodied i n r a t h e r than 
l e t t i n g i t stand on i t s own". And the other remarked t h a t h i s view of 
the behavioural sciences was somewhat coloured by the number of -isms 
which had come and gone, making him r a t h e r more cautious i n h i s approach. 
The other respondents i n medium sized companies, ( i n c l u d i n g one i n an OC 
of a company i n which there was an informed amateur), were a great deal 
more a n t a g o n i s t i c t o the s o c i a l sciences. One, as noted above, would t u r n 
o f f on seeing s o c i a l science, while another complained t h a t a r t i c l e s are 
"too t e c h n i c a l " and " w i t h too many buzz words" and t h i s economics graduate 
went on to say " i f they w r i t e avoiding jargon and saying something, even i f 
i t i s a r e g u r g i t a t i o n , I ' l l probably read them - i f they s t a r t jargon then 
I j u s t won't read them." 
I t was a t r a i n i n g manager who made e x p l i c i t the problems involved i n 
the words ' s o c i a l science' and who i t i s worth quoting at le n g t h . 
" I t h i n k we are doing a b i t of a Pavlovian r e a c t i o n t o the 
words ' s o c i a l science' - but i f you add the words ' s o c i a l 
science i n management' i t becomes respectable and you immed-
i a t e l y become i n t e r e s t e d , so i t ' s when you take them out of 
context or use them on t h e i r own, you o f t e n get a mixed 
r e a c t i o n . . . But i f you use m o t i v a t i o n as d i s t i n c t from s o c i a l 
science or s p e c i f y i t ' s f o r management or something to do w i t h 
the a c t u a l job one's doing i t becomes much more i n t e r e s t i n g 
or i f you c a l l i t behavioural science i t becomes respectable. 
You see, I'm much more used - t h a t ' s why you threw me - t o 
using the words behavioural science. I would never c a l l the 
so r t of s t u f f we teach people, s o c i a l science"... "To c a l l i t 
s o c i a l science, t o a l o t of people I deal w i t h would have a 
demotivating i n f l u e n c e . " . . . " I t h i n k s o c i a l science gets very 
much confused w i t h s o c i a l work, do-gooder, t h a t s o r t of 
a t t i t u d e i n a l o t of people's mind." 
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Two respondents from medium companies remarked on the d e c l i n e o f the 
s o c i a l science: " I suspect t h a t the euphoria of the l a t e 60s, e a r l y 70s has 
waned a l i t t l e b i t . " ; and " i t was much more the i n t h i n g (seven or e i g h t 
years ago) than i t seems t o be these days anyway." Nevertheless, the climate 
of o p inion i n the medium sized companies was, o v e r a l l , much warmer than i n 
the small breweries. I n the large companies, the p i c t u r e was also not 
always c l e a r . At OC l e v e l , a t t i t u d e s tended again t o be less favourable 
than at HQ l e v e l . One r e c u r r i n g c r i t i c i s m i n the OCs was the jargon and 
terminology which deterred reading i n the area. Statements were a l i t t l e 
more guarded as t o the b e n e f i t s of using the s o c i a l sciences, e.g. " I 
t h i n k they /the s o c i a l sciences/ can be very h e l p f u l i f adapted t o s u i t 
the l o c a l o r g a n i s a t i o n and l o c a l requirements - and i f they avoid as best 
they can the terminology and gobbledogook which they go i n f o r . " I n one 
OC,interest was a t t r i b u t e d t o another person, d i s t a n c i n g the respondent 
from such matters, while i n another there was a suggestion t h a t the r e p l y 
was designed t o please and impress " I t h i n k they /the behavioural sciences/ 
are of key importance t o the running of businesses - they always have been, 
but one's understanding and r e c o g n i t i o n has advanced perhaps more... 
c e r t a i n l y mine has." 
At HQ l e v e l o f the Big Six companies, a t t i t u d e s were more relaxed 
towards the s o c i a l sciences, e.g. "one t r e a t s i t j u s t l i k e any other branch 
of knowledge" and " s o c i o l o g i c a l analysis i s a very u s e f u l t o o l i n showing 
how organisations work. I t h i n k many managers regard sociology books i n the 
category of common sense." However, some an t i p a t h y was also expressed 
regarding academics - t h e i r middle-classness, and lack of p r a c t i c a l experience 
"What I tend t o do a c t u a l l y i s look at something and at the 
bottom i t says J. Snooks or something who's a l e c t u r e r i n 
psychology at somewhere or other, I t h i n k , Oh C h r i s t , but 
i f i t says J. Snooks, who's got a psychology degree and 
f o r the l a s t 50 years has been Works Manager at Boggs and 
Company - then I t h i n k , Oh yes, I ' l l read t h a t . So there 
i s i n my mind i f you l i k e , a d i s t i n c t i o n between academics 
(l a u g h t e r ) and o t h e r s . " 
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An 'informed amateur' echoed one p o i n t made by another 'informed amateur' 
i n a medium HQ regarding 'isms' -
"I'm wary because one knows the s o r t of p i t f a l l s - I mean t h i s 
i s the p a r t o f one's experience o f work i n t h i s f i e l d . What 
we're very much against and what I p e r s o n a l l y crack down on 
q u i t e hard i s when somebody gets something and t r e a t s i t as a 
nostrum, as a cure a l l . . . " , 
One other comment from Big Six HQ respondents i s worth r e c o r d i n g : 
" I would say t h a t the younger members of management on the board 
are keener on researching i n t o what makes people t i c k , how t o 
motivate them, than I would say the o l d e r members who are used 
to the previous way o f doing things i n /the company/ which was 
h i g h l y p a t e r n a l i s t . . . " 
and a s i m i l a r comment was made i n the OC o f a Big Six company. These 
comments are i n t e r e s t i n g because i n general i t was the younger managers -
w i t h one exception, those under 35 - who were most s c e p t i c a l i n t h e i r 
comments about the s o c i a l sciences, the o l d e r respondents being less c r i t i c a l 
and apparently more rec e p t i v e t o i t s output. Indeed a manager i n a small 
company s a i d he found managers below 35 o f t e n backward i n t h e i r a t t i t u d e s 
to man management which he p e r s o n a l l y found worrying. 
To summarise here, i t seems t h a t size of company does a f f e c t the 
perception of the s o c i a l sciences - the small companies being more c r i t i c a l 
and the large companies l e s s . O v e r a l l , i t appears the l a r g e r the company, 
the more l i k e l y t h a t favourable a t t i t u d e s w i l l be encountered. However, 
the existence of informed amateurs i n both medium and large companies 
should be remembered. That formal contact w i t h sociology may r e s u l t i n 
scepticism i s i n t e r e s t i n g and worthy of f u r t h e r i n v e s t i g a t i o n . S i m i l a r l y , 
w h i l e the a t t i t u d e s of younger managers may again r e f l e c t the s i z e of 
company they work f o r , i t may be t h a t scepticism i s encouraged by the more 
p e r s i s t e n t stress on the 'human aspects' of i n d u s t r y i n the courses they 
attend. There are r e c u r r i n g themes i n the opinions of the s o c i a l sciences. 
On the negative side: the j a r g o n , the poor image, o v e r - p r o l i f e r a t i o n and 
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waning p o p u l a r i t y o f the s o c i a l sciences as w e l l as the academicism o f 
much s o c i a l science and the lack o f p r a c t i c a l experience. Even amongst 
those who were sympathetic t o the s o c i a l sciences, caution and wariness 
were expressed: t h a t the s o c i a l sciences were to be 'embodied', not t o be 
swallowed whole, and prey t o fads and fashions; comments which are i n d i c a t i v e 
of previous negative experiences. P o s i t i v e comments were made p a r t i c u l a r l y 
regarding the uses of s o c i a l science; very u s e f u l , use tremendously, of key 
importance, e t c . However, given t h a t two t h i r d s of the respondents asserted 
they were favourably disposed towards the s o c i a l sciences the number and 
range o f negative comments needs some explanation. I t seems l i k e l y t h a t 
people being i n t e r v i e w e d by a s o c i o l o g i s t w i l l be r e l u c t a n t t o denigrate 
her s u b j e c t . But i n subsequent comments, the lack of p o s i t i v e statements i s 
evidence of an o v e r a l l negative perception of the t o p i c . I f the i n i t i a l 
statements o f evinced i n t e r e s t are discounted, then very few of the 
respondents went on t o make a p o s i t i v e comment. Indeed, there was o n l y one 
u n q u a l i f i e d p o s i t i v e response although f i v e respondents d i d go on t o 
r e i t e r a t e , i f w i t h c a u t i o n , the value o f s o c i a l science, p a r t i c u l a r l y 
through i t s e f f e c t on t h e i r a t t i t u d e s and decisions. Even the informed 
amateurs evinced a scepticism of the s o c i a l sciences. Thus t o imagine t h a t 
managers are an e n t r a l l e d audience, keenly m o n i t o r i n g the output o f s o c i a l 
science would be wrong. But one c r i t i c o f s o c i a l science p e r s p i c a c i o u s l y 
commented i n h i s e v a l u a t i o n o f sociology; " i t ' s s o c i a l engineering, i s n ' t i t ? 
I f you take s o c i o l o g i c a l a n a l y s i s , i t s a t o o l f o r , t o engineer o r g a n i s a t i o n s , 
s o c i e t y the way you want them t o be." 
Of course, the existence o f a s o c i a l science resource does not mean a 
monopoly of i n t e r e s t or knowledge i n the s u b j e c t . Indeed, there may be 
o t h e r , as w e l l i f not more, informed, people i n the o r g a n i s a t i o n who perhaps 
are not i n a p o s i t i o n t o use t h a t knowledge. For instance, i n one large 
HQ where there was, 
- 376 -
"a g i r l w i t h a psychology degree who's an a d m i n i s t r a t o r 
i n the market research department - she's not even doing 
market research and she seems t o be p e r f e c t l y happy. I 
mean there are c e r t a i n l y people coming i n w i t h those s o r t s 
of backgrounds but they are not using t h a t knowledge i n 
any d i r e c t way i n c a r r y i n g out t h e i r r o l e . " 
While the s o c i a l science resource person might be the one who would 
be contacted by the OCs, there may be someone elsewhere i n the company 
who i s as w e l l informed as the HQ person: "the chap at /an 0C_/ he's i n 
personnel, he's f a r more i n t o s o c i a l sciences than I am - i n f a c t , he's 
doing a s t i n t at the IPM Harrogate t h i n g , b e l i e v e i t or n o t . " The existence 
of such people i l l u s t r a t e s the d i f f i c u l t i e s i n t r y i n g t o discover the key 
persons, those who i n f l u e n c e t h i n k i n g and p r a c t i c e s i n the company. Although 
a well-informed s o c i a l science resource i n an OC i s not normally so w e l l 
placed to a f f e c t p o l i c y as someone i n HQ, t h a t i s not to say he does not do 
so, f o r instance, through a key person at HQ. A l t o g e t h e r seven respondents 
(but three of these were not resource persons) mentioned others i n the 
company whose a c t i v i t i e s they would watch and whom they might t a l k w i t h 
regarding s o c i a l science ideas. Five o f these were w i t h i n the immediate 
company, two i n OCs. So there are others than the s o c i a l science resource 
whose i n f o r m a t i o n and knowledge of the s o c i a l sciences may be s t r a t e g i c a l l y 
important i n a f f e c t i n g what ideas are considered or even implemented. 
Less informed people on the s o c i a l sciences are also t o be found 
w i t h i n companies, having as four respondents mentioned, been through the 
'basics' on management courses. Their presence may also be c r u c i a l i n t h a t 
they may a c t , i n the l i g h t o f t h e i r l i m i t e d knowledge, t o f o s t e r or impede 
the use of such ideas. But a t t i t u d e s t o the less informed may be r a t h e r 
u n f l a t t e r i n g as when one respondent i s being asked about s o c i a l science 
knowledge of others i n the o r g a n i s a t i o n s a i d they would know "only what i s 
fed t o them by personnel and t r a i n i n g o f f i c e r s and what they come across on 
t r a i n i n g courses." 
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INITIATION OF CHANGES 
Thir t e e n respondents (from seven companies) sai d innovations had 
been i n i t i a t e d from 'the top' - managing d i r e c t o r , chairman, d i r e c t o r s . 
Respondents from a f u r t h e r f i v e companies said ' i n i t i a t i v e s ' came from 
managerial l e v e l or r e s u l t e d from meetings of various l e v e l s of personnel. 
In the other f o u r companies no changes had taken place which could come 
under the heading of s o c i a l science or work o r g a n i s a t i o n . 
I n i t i a t i o n o f changes 
Large Medium Smal1 
Managing Director/Chairman 4 2 2 ) 
7 companies 
Personnel D i r e c t o r 3 1 1 ' 
Personnel Manager 2 1 - ) 
Meetings - - 2 ] 5 c o m P a n i e s 
No changes 4 companies 
Changes, then, appear mainly to o r i g i n a t e from top l e v e l . However, two 
respondents pointed out t h a t i n i t i a l l y i t was the Personnel Department 
which had to ' s e l l ' an idea t o Board members or the Chief Executive before 
i t was adopted. The o r i g i n of ideas i n the company may not be obvious. 
Ideas may be implanted or 'sold' by personnel lower i n the company to 
senior executives who might then claim c r e d i t f o r them. Ideas move both 
up and down the management hi e r a r c h y . 
However, what suggestions or ideas are put forward are l i k e l y t o 
r e f l e c t the climate i n the company towards such t o p i c s . I f the climate of 
opinion i s favourable, both moral and s t r a t e g i c support may be forthcoming 
f o r suggested i n n o v a t i o n s . I t seems t h a t the climate o f opinion depends 
to a great extent on senior personnel. "His /the Chairman's/ philosophy 
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very much i s t h a t he wants the people t h a t work f o r him t o enjoy the work 
they do and t h a t the company i s more than j u s t a p r o f i t - m a k i n g machine... 
9 
He's very keen on the s o c i a l aspects." S i m i l a r l y , "the pace of implemen-
t a t i o n ... and the company's s t y l e i s very much a r e f l e c t i o n of the s t y l e o f 
i t s most prominent character." Thus i t i s the i n t e r e s t s and a t t i t u d e s o f 
the top people which may be c r u c i a l regarding s o c i a l science. To the 
extent, then, t h a t t h i s study has looked at managers r a t h e r than at d i r e c t o r s , 
i t may not have focussed on the r e l e v a n t p o p u l a t i o n : But i t would be 
necessary t o look at both d i r e c t o r s and managers and i n v e s t i g a t e the 
patterns of i n f l u e n c e and i n f o r m a t i o n flow. (A research p r o j e c t which 
would be a major undertaking i n one company, l e t alone several!) 
Nevertheless, managers do occupy s t r a t e g i c p o s i t i o n s . Not only where they 
are the s o c i a l science resource but also i f and when the " b r i g h t ideas" 
of top men are followed up, t h e i r knowledge and opinion o f the s o c i a l 
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sciences may c r u c i a l l y a f f e c t the outcome o f any i n i t i a t i v e . 
SOCIAL SCIENCE INFORMATION SOURCES 
By asking respondents where they would go f o r s o c i a l science i n f o r m -
a t i o n , i t was possible t o gauge the importance of others w i t h i n the o r g a n i -
s a t i o n who had s o c i a l science knowledge. Were there others i n the 
company who might have a d d i t i o n a l or g r e a t e r i n f o r m a t i o n on the s o c i a l 
sciences? Were the respondents' claims t o be the s o c i a l science resource 
persons accurate? Was there only one accredited i n f o r m a t i o n source on 
s o c i a l science i n the company? Of those who were the s o c i a l science 
resource, only two would i n i t i a l l y approach someone else w i t h i n the 
o r g a n i s a t i o n - both these respondents were i n OCs and would contact Group 
Personnel at HQ. As a second choice, a f t e r i n two cases, c o n s u l t i n g t h e i r 
own l i b r a r y , and i n another the IPM, three respondents who were a l l resource 
persons said they would contact t h e i r t r a i n i n g o f f i c e r ( w i t h i n the OC), 
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t h e i r boss and the HQ personnel department r e s p e c t i v e l y . Thus i n only 
f i v e instance was there someone w i t h s u f f i c i e n t e x p e r t i s e w i t h i n the 
company t o whom resource persons would go. I n no company where i t had 
been mentioned was there someone o s t e n s i b l y equally w e l l informed, or senior 
personnel i n t e r e s t e d , i n the s o c i a l sciences, were those people mentioned 
by the respondents as pos s i b l e sources o f f u r t h e r i n f o r m a t i o n . 
I t i s hard to b r i n g out a c l e a r p i c t u r e from t h i s but at a minimum, 
f i v e o f the resource persons would seek f u r t h e r s o c i a l science i n f o r m a t i o n 
w i t h i n the company, w h i l e seven would not. 
I n those f i v e companies which r e l i e d on i n t e r n a l sources f o r f u r t h e r 
i n f o r m a t i o n , the knowledge i n p u t t o the organisations w i l l be more c r u c i a l 
than i n s i t u a t i o n s where i n i t i a l e n quiries would be made outside the 
company. 
There are a number o f i m p l i c a t i o n s from those companies where an 
i n t e r n a l i n f o r m a t i o n source i s used by the s o c i a l science resource person. 
F i r s t l y , the ideas or p r o j e c t s are not pursued w i t h o u t the knowledge and 
perhaps approval, of others i n the o r g a n i s a t i o n . Secondly, t h a t the organis-
a t i o n a l climate i s such t h a t contact w i t h i n and between companies i n the 
group i s not discouraged. T h i r d l y , t h a t there was more than one s o c i a l 
science resource person i n t u r n suggesting t h a t the concept of 'gatekeeper' 
may be mi s l e a d i n g l y r e s t r i c t i v e . 
As regards those companies where the s o c i a l science resource person 
would seek f u r t h e r i n f o r m a t i o n outside the company one p o i n t ought t o be 
made: t h a t the s o c i a l science resource person was more l i k e l y t o have 
c o r r e c t l y i d e n t i f i e d h i m s e l f as such and, by extension, h i s o p i n i o n and 
knowledge of the s o c i a l sciences was r e l a t i v e l y more c r u c i a l . I t i s worth 
p o i n t i n g out here t h a t o f these seven respondents who would f i r s t seek 
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i n f o r m a t i o n outside the company, fo u r were the informed amateurs. (The 
other three were t o be found i n one large OC; one medium OC and one small 
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company). 
COMPANY CLIMATE OF OPINION TO SOCIAL SCIENCES 
An attempt was made t o f i n d out the climate of opinion i n the 
companies t o the s o c i a l sciences. This was not always successful. Some-
times the respondents merely r e i t e r a t e d the statements about the MD or 
the Chairman's i n t e r e s t . However, a number of i n t e r e s t i n g comments were made 
such as i n one large HQ " I don't have t o f i g h t so hard f o r my ideas t o 
survive as I've had t o i n other o r g a n i s a t i o n s . " I n another large company 
whether or not a behavioural s c i e n t i s t per se should be r e c r u i t e d t o the 
company has been discussed. At one medium company, the t r a i n i n g manager 
commented t h a t r e c e p t i o n t o behavioural science ideas, 
"va r i e s from i n d i v i d u a l t o i n d i v i d u a l - i t ' s so d i f f i c u l t -
but o v e r a l l , yes, throughout the Group I t h i n k people 
would be prepared t o l i s t e n and give serious consider-
a t i o n - not always do i t - i n any case we're none of us 
always r i g h t - the man who has t o implement i t on the spot 
i s the man who's o f t e n best able t o say how u s e f u l i t i s 
going to be - the answer i s o f t e n how much more beer w i l l 
i t brew or s e l l . " 
I n one small brewery regarding senior management i n t e r e s t i n the behavioural 
sciences i t was "hard t o t e l l q u i t e honestly. I t ' s not something t h a t ' s 
discussed widely i f at a l l . I t c e r t a i n l y hasn't been discussed when I've 
been t h e r e . " 
The range of these comments i l l u s t r a t e s the problems of i n v e s t i g a t i n g 
t h i s area because there are so many p o t e n t i a l v a r i a b l e s which might a f f e c t 
or r e f l e c t the c l i m a t e of o p i n i o n . Indeed, j u s t examining these r e p l i e s 
we f i n d : 
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1. The climate o f o p i n i o n may be determined by the man at the top 
depending on h i s s t y l e of o p e r a t i o n ; 
2. Consideration o f the employment of a behavioural s c i e n t i s t does 
not n e c e s s a r i l y mean a favourable climate of opinion but may merely 
r e f l e c t the i n t e r e s t o f one person; 
3. Obviously as one respondent pointed out, d i f f e r e n t views are h e l d 
w i t h i n any one company - indeed i t would be s u r p r i s i n g i f there were 
a consensus, thus t o t a l k about a 'climate' may be misleading; While 
Burns § Sta l k e r ' s (1961) i d e n t i f i c a t i o n o f the importance o f the 
c h i e f executive's s t y l e o f operation i n i n f o r m i n g a whole range o f 
a c t i v i t i e s w i t h i n the o r g a n i s a t i o n has relevance, t h i s f a c t o r can 
be overstressed. Not only when i t comes t o l a r g e , geographically 
dispersed organisations but also i n r e l a t i o n t o the amount of consensus 
or even agreement, w i t h the c h i e f executive's views. Leadership does 
not n e c e s s a r i l y imply v o l u n t a r y compliance o f the l e d . (See E t z i o n i , 
1964) . Anthony p o i n t s out t h a t managers "are not o f t e n consulted 
about the design of t h e i r o r g a n i s a t i o n and the s t r u c t u r e of t h e i r 
j o b s . " (1977, p.311) and, 
4. The absence of discussion does not n e c e s s a r i l y mean an absence o f 
i n t e r e s t or an absence of i n f o r m a t i o n - i n p u t . 
Any conclusion regarding t h i s matter would be extremely hard t o draw. 
However, i t i s not i n dispute t h a t the knowledge and awareness o f the s o c i a l 
sciences by the resource person i s important. What i s the scope of ' s o c i a l 
sciences' as the respondents use i t ? I f the way i n which the respondents 
f e l t they used the s o c i a l sciences i s examined, t h e i r perception o f the 
subject may be f u r t h e r c l a r i f i e d . 
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USE OF THE SOCIAL SCIENCES 
There are a number o f d i f f e r e n t emphases i n the statements made on 
usefulness. F i r s t l y , the occasional general statements such as " I look 
at them on the basis of how they r e l a t e t o us - i s there anything we can 
get out of them, or use them t o our advantage and so on and so f o r t h " . 
Secondly, the more common (5 mentions) i n d i r e c t r a t h e r than d i r e c t u s e f u l -
ness of the s o c i a l sciences " I l i k e t o t h i n k i n my p o l i c y recommendations 
t h a t my behavioural science knowledge would i n f l u e n c e t h i n g s . " " I t h i n k 
i t i s i n e v i t a b l e as they become a p a r t of you and p a r t of the way you work 
whether you consciously t h i n k about i t . " 
T h i r d l y , t h a t s o c i a l science i s one of a number of inputs e s p e c i a l l y i n 
t r a i n i n g , e.g. i t has t o be embodied not t o stand on i t s own. 
F o u r t h l y , i n d i r e c t but perhaps not planned a p p l i c a t i o n e.g. " I have 
brought about i n my short time a m i n i - r e v o l u t i o n i n the management s t y l e . . 
I n n e g o t i a t i o n s , p r e v i o u s l y content t o prepare the case only i n discussion 
w i t h the d i r e c t o r concerned. Now need to i n v o l v e other l i n e managers and 
get more commitment t o the settlement. Really a more open s t y l e of manage 
ment now." " s o c i a l science here i s l i k e the foreman saying 'good morning' 
t o each worker. Foremen are encouraged to get t o know members of the work 
group." 
F i n a l l y , i n what respondents f e l t was d i r e c t use: i n c o n s u l t a t i v e 
committees; i n f l a t t e n e d h i e r a r c h i c a l s t r u c t u r e s w i t h new r e p o r t i n g 
r e l a t i o n s h i p s ; c o u n s e l l i n g workshops; performance reviews; a t t i t u d e 
surveys on customer r e l a t i o n s ; on the r e c e p t i o n o f company r e p o r t s ; a c t i o n 
l e a r n i n g ; expectations a n a l y s i s ; a p t i t u d e t e s t s ; e n r i c h i n g ; e n l a r g i n g and 
r o t a t i n g jobs. 
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What i s apparent i s t h a t few of these uses would come w i t h i n what 
s o c i o l o g i s t s would c a l l s o c i a l science, but r a t h e r would be c l a s s i f i e d as 
behavioural s c i e n c e . W h i l e behavioural science i s derived i n p a r t 
from s o c i a l science i n s o f a r as i t r e l a t e s t o behaviour, i t s ' mechanistic 
and d e t e r m i n i s t i c approach d i s t i n g u i s h e s i t from much s o c i a l science, 
i n c l u d i n g much i n d u s t r i a l sociology. Support f o r - t h i s i s forthcoming from 
the names of authors and s t u d i e s which the respondents mentioned when 
they were f i r s t asked about s o c i a l science. Thus nine unprovoked mentions 
were made of Herzberg and Maslow. Single mentions were made o f Lockwood, 
L i p s e t , Goldthorpe, Drucker, McGregor, E l d r i d g e , Blackburn, T r i s t and 
Bamforth, Fox. Mention was also made of a number o f s t u d i e s ; Luton, Kalmar, 
Banbury, Fawley, Hawthorne, Bethnal Green. I n a number of cases then, 
h a r d l y s u r p r i s i n g l y , no d i s t i n c t i o n was made between i n d u s t r i a l sociology and 
sociology i n general. Yet there i s also a combining of s o c i a l and behavioural 
sciences. Academic d i s t i n c t i o n s were not made. While not a l l the references 
which were made were connected w i t h i n d u s t r i a l matters, neverthless i t does 
appear t h a t t o p i c s are lumped together when they deal w i t h i n d u s t r y ; 
whether i t be Drucker on managers, Fawley ' p r o d u c t i v i t y agreements' or the 
m o t i v a t i o n of employees. On the other hand, i t may be t h a t i t i s the 
academics who w r i t e about i n d u s t r y who are lumped together. 
With the exception of what might broadly come under the heading of 
' p a r t i c i p a t i o n ' , most d i r e c t uses of s o c i a l science are what S t a n s f i e l d 
has c a ] ] e d 'packages' - s p e c i f i c programmes or t o o l s which tend " t o be 
much more e a s i l y and unambiguously recognized than t h a t o f permeation." (p.2) 
Permeation, on the other hand, i s where "the r e s u l t s from research add t o 
the working stock o f knowledge, or modify the ideas, of people concerned w i t h 
p r a c t i c a l a f f a i r s ; the r e s u l t s o f research take e f f e c t because those people 
go about things i n ways d i f f e r e n t from what they would have done w i t h o u t the 
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research." ( S t a n s f i e l d , 1967, p.2). What i s of note here i s t h a t the 
respondents recognized t h a t permeation had taken place and i n many cases 
made no s i m p l i s t i c claims from d i r e c t usage. Of course, t h i s may merely 
r e f l e c t a wish to appear t o be using such knowledge, e s p e c i a l l y as w i l l be 
suggested l a t e r , i f i t i s associated w i t h being i n n o v a t i v e . But at le a s t 
the i n s i d i o u s i n f l u e n c e o f ideas was recognised (more than perhaps can be 
said f o r large number of s o c i o l o g i s t s , e s p e c i a l l y American, who have studied 
d i f f u s i o n ) thus i t seems t h a t i t i s u n l i k e l y t h a t the respondents have 
under-estimated the impact o f s o c i a l science. Indeed, on the co n t r a r y : 
f o r instance, i n connection w i t h ' p a r t i c i p a t i v e ' innovations two respondents 
mentioned the Bullock Report had in f l u e n c e d t h e i r a c t i v i t i e s , thus i n one 
company: 
"so we took Bullock and t w i s t e d i t round ... our view was t h a t 
Bullock wasn't a l l t h a t bad, there was a l o t of good s t u f f i n 
i t . . . so we broke Bullock down then we thought, w e l l , how can 
we use i t t o our advantage? We got_ a paper out l_ast year on 
i n d u s t r i a l democaracy f o r p o l i c y / i n the company/ ..." 
Thus, i f anything, the a t t r i b u t i o n s t o the s o c i a l sciences may be exaggerated. 
However, t h a t the connection i s made between innovations and the s o c i a l or 
behavioural sciences i s worth n o t i n g , as i t was an und e r l y i n g and r e c u r r i n g 
theme i n many of the i n t e r v i e w s . 
WORK ORGANISATION CHANGES 
Because one o f the aims had been t o see i f the idea o f AWGs, given so 
much coverage i n the media, had been taken up, the respondeits were asked i f 
anv changes i n work o r g a n i s a t i o n had been attempted w i t h i n the company. This 
general question, r a t h e r than a more s p e c i f i c 'have you t r i e d t o introduce 
AWGs?', seemed ap p r o p r i a t e ; P a r t l y because the loose and general way i n which 
the popular a r t i c l e s on AWGs discussed t o p i c s such as job enrichment, e t c . 
meant the presence of such schemes might be evidence o f d i f f u s i o n . And 
p a r t l y because changes might have been t r i e d which the respondents themselves 
- 385 -
i n no way i d e n t i f i e d w i t h work groups and yet which might have contained 
elements of t h a t type of t h i n k i n g . And p a r t l y because the questions had 
been asked i f they knew of any attempts t o introduce AWGs i n brewing, and, 
i f AWGs could be used anywhere i n t h e i r own company. F i n a l l y , changes 
might have been made which included a s o c i a l science component yet were 
not seen as such, as would not be included under the heading o f how they 
f e l t they used the s o c i a l sciences. I n the event, the general question 
e l i c i t e d a good deal of i n f o r m a t i o n on the changes which were being t r i e d . 
Seven of the respondents (one s m a l l , three medium OC, two Big OC, one 
Big HQ) sai d no work o r g a n i s a t i o n changes had been made. The other 16 
respondents claimed 27 changes i n work o r g a n i s a t i o n had been made. I t i s 
obvious t h a t 'work o r g a n i s a t i o n changes' was i n t e r p r e t e d very broadly. Not 
s u r p r i s i n g r e a l l y as i t i s a very ambiguous term - as are most terras i n t h i s 
area, such as job s a t i s 
Type o f Change 




D e c e n t r a l i s a t i o n 
Flattended h i e r a r c h i c a l 
s t r u c t u r e 
Work s t r u c t u r i n g i n t o 
'zone teams' 
MEMO: maximising e f f i c i e n t 
machine operation 
AWGs 
Job r o t a t i o n 
Job enrichment 
I n c e n t i v e schemes 
i o n , QWL. 
Number Company Size 
o f Big Medium Small 
Mentions HQ OC HQ Independent 
4 - 1 - 1 2 
4 2 1 1 
4 3 1 
2 1 1 - -
3 2 1 
1 1 - - -
1 1 - -
4 1 2 - - 1 
2 1 1 
2 - 1 1 -
27 9 10 2 2 4 
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These 27 changes have been implemented but they do not show the i n t e r e s t 
or attempts t o introduce changes which might have f a i l e d . Thus two 
respondents mentioned attempts - one o f job r o t a t i o n which f a i l e d , and one 
of job enrichment which never got o f f the ground ( j o b enrichment had not 
been a success at a company outside brewing, whose lead was being f o l l o w e d ) . 
Seventeen of the changes, the f i r s t f i v e items, can be broadly seen as 
attempts t o increase employees' involvement or sense o f i d e n t i f i c a t i o n w i t h 
the company through a v a r i e t y o f methods: b e t t e r and f u l l e r communication 
to increase involvement and m o t i v a t i o n o f employees; smaller u n i t s - on 
one hand the r e g i o n a l company being made more autonomous, and on the other, 
'zone teams' responsible f o r a small geographic area - t o increase l o c a l 
i d e n t i t y . A f u r t h e r s i x schemes - job enrichment and job r o t a t i o n - were 
again designed t o increase m o t i v a t i o n . 
However, these schemes would appear t o owe more t o the work of Herzberg 
and Maslow than t o any i n d u s t r i a l s o c i o l o g i s t s . A l l the schemes seem based 
on the premise t h a t man does not work f o r money alone, t h a t he has needs t o 
belong, achieve etc. Given the degree o f p u b l i c i t y which AWGs have enjoyed, 
i t i s s u r p r i s i n g t h a t only one attempt has been made t o use the concept. 
However, i n two o f the instances o f 'zone teams' there appear t o have been 
attempts t o create f u n c t i o n a l teams who between them c a r r y out a range of 
a c t i v i t i e s . Although the personnel are not interchangeable or paid as a 
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group, they do seem t o be s e l f - d i r e c t i n g t o some ext e n t . I n these two 
cases, and i n the MEMO exercise where team b u i l d i n g and problem s o l v i n g 
workshops were t r i e d w i t h supervisors and middle managers, there appears 
to have been some i n f l u e n c e from ideas on work groups. Even i n one o f the 
i n c e n t i v e schemes t r i e d : a Wealth Creation Scheme where a l l employees 
shared i n the good, and to a lesser e x t e n t , the bad, fortunes of t h e i r 
Location ( w i t h a pr o p o r t i o n a t e c o n t r i b u t i o n from other Locations on whose 
performance they had some i n f l u e n c e ) - there i s an element of r e s p o n s i b i l i t y 
shared amongst a l l employees which might p a r t l y have been i n f l u e n c e d by work 
group ideas. 
Of course, i t i s easy t o ove r s t a t e these cases. There i s l i t t l e 
evidence to show - and i t would be v i r t u a l l y impossible t o show - the impact 
on p r a c t i c e s o f a group o f ideas such as t h a t contained i n AWGs. AWGs are 
only one o f a number o f to p i c s which enjoyed p u b l i c i t y i n the e a r l y and 
mid 1970s. The Quality of Working L i f e , Bullock, etc. had some impact on 
two of the respondents noted. Herzberg's t h i n k i n g continues t o be embodied 
i n almost every t r a i n i n g course which r e l a t e s t o people i n i n d u s t r y . To 
disentangle a r t i f i c i a l l y the knot of ideas c i r c u l a t i n g at any one time would 
be t o misunderstand the nature o f d i f f u s i o n . A l l t h a t can be sa i d i s t h a t 
AWGs have been t r i e d at leas t once i n the companies v i s i t e d i n the brewing 
i n d u s t r y and three other changes i n work o r g a n i s a t i o n might owe some debt 
to the ideas behind AWGs. Only two respondents had mentioned work o r g a n i -
s a t i o n changes as examples of t h e i r use o f s o c i a l sciences: one of job 
r o t a t i o n , and one of new r e p o r t i n g r e l a t i o n s h i p s r e s u l t i n g from a f l a t t e n e d 
h i e r a r c h i c a l s t r u c t u r e . Only the second of these respondents claimed t o be 
the s o c i a l science resource. 
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Again, despite the degree o f i n t e r - f i r m contact there was no mention 
of changes i n other brewing companies s i m i l a r t o the changes they themselves 
had i n i t i a t e d . Indeed, a l l the changes which the respondents knew had been 
t r i e d i n other breweries were q u i t e d i f f e r e n t i n focus from the changes 
they had implemented. Thus, i t appears t h a t breweries e i t h e r d i d not know 
of s i m i l a r changes i n other breweries, or d i d not want t o be seen t o be 
f o l l o w i n g the lead of another company. Yet on changes such as d e c e n t r a l i s a t i o n 
which f o u r large companies were engaged upon and which comes less under 
s o c i a l change and more under business s t r a t e g y , the curious absence o f 
reference t o other companies i s m y s t i f y i n g . I t seems most u n l i k e l y t h a t 
respondents would be unaware o f at l e a s t one other company's d e c e n t r a l i s -
a t i o n programme e s p e c i a l l y given the h i g h l e v e l of contact w i t h 'opposite 
numbers'. And why should d e c e n t r a l i s a t i o n o f the respondent's company be 
included under work o r g a n i s a t i o n changes i n one's own and not other breweries? 
Perhaps i t merely r e f l e c t s the respondent's wish t o be seen as pa r t o f an 
i n n o v a t i v e company, which i n t u r n might mean p l a y i n g down the a c t i v i t i e s 
o f the o p p o s i t i o n . This seems t o get some support from the lack o f knowledge 
or at l e a s t p o s i t i v e response when the question was asked about work 
o r g a n i s a t i o n changes i n other breweries. Twelve of the respondents s a i d 
they knew o f no other brewing companies which had made any changes i n work 
o r g a n i s a t i o n e t c . This again adds weight t o the suggestion t h a t i t i s 
t e c h n i c a l r a t h e r than s o c i a l changes which are discussed during any i n t e r -
f i r m contact. C e r t a i n l y there was no obvious attempt t o p u b l i c i s e any 
changes which had been made, any r e p o r t s on the changes appearing t o have 
been i n i t i a t e d by an outside o r g a n i s a t i o n . 
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KNOWLEDGE OF AWGs (see also Chapter Three on P u b l i c a t i o n s ) 
To look more ge n e r a l l y at the d i f f u s i o n of ideas t o the brewing i n d u s t r y , 
the respondents were asked about AWGs. Two t h i r d s (one was not asked due t o 
lack of time) knew and could give a coherent explanation o f the phrase AWGs. 
Indeed three mentioned T r i s t and Bamforth's work i n coalmining or the work 
of the Tavistock. Nine d i d not recognise the phrase. But e i g h t o f these 
nine had heard o f the Volvo experiments - "My God, who hasn't!" - and could 
go on t o give seme explanation o f the changes there (three l a r g e , two medium 
and two small companies). I t was a l i t t l e s u r p r i s i n g t h a t the term AWG was 
so w e l l known because i n the l i t e r a t u r e the term i s more l i k e l y t o be teams 
o f workers; s e l f - o r g a n i s e d workers; production groups, w i t h only a s p r i n k l i n g 
o f phrases such as semi-AWGs or sel f - g o v e r n i n g groups. Perhaps the key words 
are 'work groups' and these were picked up i n the phrase AWG. Having asked 
what the respondents understood by the term, or the work which has been done 
at Volvo, i t i s i n t e r e s t i n g t o look at the d i f f e r e n t f a c t o r s which were 
mentioned. 
Only 11 respondents mentioned the word group or team i n t h e i r d e s c r i p t i o n , 
w h i l e 12 mentioned t h a t the work was undertaken on a whole product or 'from 
s t a r t t o f i n i s h ' basis. That i t was an a l t e r n a t i v e t o assembly-line methods 
of production was noted by eigh t people. The words job enrichment were used 
s i x times i n the d e s c r i p t i o n s , and group technology tw i c e . Comments on the 
greater r e s p o n s i b i l i t y o f workers; the s e l f - g o v e r n i n g and s e l f - c o n t a i n e d 
nature o f the groups, and tha t i t a f f e c t e d s u p e r v i s i o n and management were 
each mentioned f i v e times and only one mentioned t h a t management were 
' t e r r i f i e d ' by t h i s . Interchange o f jobs was mentioned on three occasions, 
demarcation l i n e s twice. But only one mention was made of autonomy - although 
t h i s may have been i m p l i c i t i n the s e l f - g o v e r n i n g phrase. Problems which the 
p r a c t i c e s brought were mentioned by two people; one t h a t managers were 
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t e r r i f i e d by the prospect o f AWGs, and the other o f the greater t r a i n i n g 
time r e q u i r e d , i n t e r p e r s o n a l issues and the need f o r b u f f e r stocks. Only 
one respondent (from a small brewery) made a d i s t i n c t i o n between the 
phrase AWGs and the work at Volvo. 
(See f o l l o w i n g t a b l e ) 
Merely a b s t r a c t i n g the concepts which respondents mentioned gives 
l i t t l e r e a l i n d i c a t i o n o f t h e i r a p p r e c i a t i o n o f the concept. To overcome 
t h i s , below are recorded a cross-section o f the d e s c r i p t i o n s which were 
given: 
1. I n Volvo "they do a l l the jobs involved i n a complete production 
exercise. They do everything from t u r n i n g t o assembling t o p a i n t 
spraying to f i n i s h i n g o f products ready f o r sale. Make own decisions 
on what, when and how." 
2. I n AWGs - "There i s obviously a greater degree of deci s i o n l e f t t o 
the workforce - th e r e i s s t i l l a r o l e f o r the supervisors, he's not 
a supervisor i n the t r a d i t i o n a l r o l e , he acts more as an adviser, 
s t e e r e r , t h i s s o r t o f t h i n g , and I would have thought t h a t the other, 
or one of the other aspects o f i t , was t h a t t o an ext e n t . . . there 
should be an interchange o f tasks, and i d e a l l y a whole task completed 
by that group." 
3. Volvo was about " g e t t i n g r i d of the assembly l i n e concept and having 
i n t e g r a t e d groups who work on one p a r t i c u l a r product - i t ' s t o do 
w i t h job enrichment - I mean there are a l l those s o r t o f ideas." 
4. "Well I guess my understanding i s t h a t they /Volvo/ looked at assembly 
l i n e technology and said i t ' s not working, attendance was f a l l i n g o f f , 
performance was f a l l i n g o f f - i s there any other way we can b u i l d our 
cars which would give us a net b e n e f i t ? and then they moved from one 
long assembly l i n e t o a s o r t of sma l l , sub-groupings o f people and 
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attempting t o b u i l d f o r the people a beginning and an end, and a 
product they could see. 
5. The AWG idea? "Well, I've always associated i t w i t h the group t h a t 
i s s e l f - c o n t a i n e d r e a l l y , and does the job from s t a r t t o f i n i s h , 
p a r t i c u l a r l y the s o r t o f t h i n g l i k e washing machine manufacture, 
t h a t ' s somewnere they do tend t o do t h a t s o r t of t h i n g now, where they 
do the l o t from s t a r t t o f i n i s h whenever possible - same w i t h the 
car assembly workers and these companies l i k e Volvo and so on." 
O v e r a l l , there were no not i c e a b l e d i f f e r e n c e s i n the amount of knowledge 
or understanding of the term work group by size o f company. And the 
informed amateurs were l i t t l e d i f f e r e n t i n t h e i r a p p r e c i a t i o n o f the idea. 
The a s s o c i a t i o n between AWGs and Volvo was made i n the m a j o r i t y o f cases. 
The names of various people were associated w i t h the area: T r i s t and 
Bamforth 2 mentions; The Tavistock I n s t i t u t e 1; Lynda King Taylor 2; 
John Bailey 1; Hackmann 1; Mary Weir 1; Paul and Robertson 1. The marked 
tendency t o r e f e r t o authors who have been concerned w i t h job enrichment, 
whereas those concerned w i t h AWGs are less o f t e n mentioned, suggest t h a t 
once again, ideas such as job enrichment and AWGs are not d i s c r e t e but 
associated i n the minds of some observers. Indeed, i t would be s u r p r i s i n g 
i f d i s t i n c t i o n s were made when the g e n e r a l i z i n g language and s t y l e o f 
a r t i c l e s on the subject i s considered. 
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''Why were changes t r i e d at Volvo?'' 
Job s a t i s f a c t i o n 4 
Productivity/performance 4 
Q u a l i t y 4 
Recruitment 1 
Attendance 1 
Job enrichment 1 
Mercenary goals 2 
Monotony 2 
Motivation/commitment 2 
Labour Turnover 2 
Don't know 1 
24 i n f o r m a t i o n from 13 respondents 
A v a r i e t y o f answers were given t o the question 'why were the changes 
t r i e d at Volvo?'. On 4 occasions job s a t i s f a c t i o n ; p r oductivity/performance 
q u a l i t y were mentioned; while monotony; motivation/commitment, and labour 
turnover were noted twice each. Recruitment, attendance and job enrichment 
were suggested once. Purely mercenary goals on Volvo's p a r t were mentioned 
twice: "Can't imagine t h a t i t was t o make the lads happy. You're i n 
business t o make a p r o f i t , not t o make the lads happy." and only one 
respondent said he di d n ' t know why work groups had been introduced. 
Two respondents expressed some res e r v a t i o n s about the idea, the o v e r a l l 
response being very favourable. Both rese r v a t i o n s were roughly on the same 
l i n e s , one being more s t r o n g l y s t a t e d " I take the view t h a t the average 
person i s n ' t p a r t i c u l a r l y w e l l educated and moves d i r e c t i o n . . . The 
greatest f a i l i n g o f people i s t o make decisions - deci s i o n making a b i l i t y 
i s a rare a b i l i t y the same t h a t common sense i s not a common a b i l i t y . " 
Elsewhere, the responses t o the idea ranged from e n t h u s i a s t i c "The 
philosophy i s t e r r i f i c " t o the more lukewarm "Some merit i f i t ' s seen t o 
work - i f i t i s ge n e r a l l y acceptable t o the workforce. Cannot introduce 
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i t i n b i t s . I f i t f i t s the s i t u a t i o n , i t might r e s u l t i n more job 
s a t i s f a c t i o n . " The b e n e f i t s of the idea were sa i d t o be v a r i o u s , thus 
AWGs r e s u l t e d i n 'pride i n work"; "you can take people's mind o f f the 
drudgery"; " i t creates a s i t u a t i o n where people get more out o f what they 
do". One respondent gave a more graphic d e s c r i p t i o n why he favoured the 
work at Volvo, 
" i n engineering I was i n v o l v e d i n Work Study, p u t t i n g these 
fancy schemes i n and a l l t h a t - I a c t u a l l y d i d the p h y s i c a l 
destroying o f tradesmen - p u t t i n g them on t o doing nuts and 
screws, p u t t i n g on the b o l t s . . . I've a c t u a l l y seen them over 
a p e r i o d of time, men changing from tradesmen i n t o o p e r a t o r s , 
and i t h u r t t h a t craftsman's p r i d e as i t was h u r t i n g mine. 
For an example, put a man on the l i n e t o make c e n t r a l h e a t i n g b o i l e r s 
and i t ' s soul d e s t r o y i n g ; take the same craftsman o f f the l i n e 
and put him on the c e n t r a l heating b o i l e r which i s going wrong 
and t e l l him t o s t r i p i t down and b u i l d i t up again, then you 
have a d i f f e r e n t man. So yeah, there i s something i n what 
Volvo say, but whether i t ' s j u s t i f i a b l e economically, only 
Volvo can t e l l t h a t . " 
As t o the success at Volvo, only three respondents f e l t t h a t i t had 
been successful: "Given t h a t i t got a l l the p u b l i c i t y , I presume i t was"; 
ei g h t thought not "Because at the end o f the day success can only be 
measured by commercial success and they are not a commercial success... 
Whatever the m o t i v a t i o n a l b e n e f i t s o f t h a t work..."; and f o u r were d o u b t f u l ; 
"some say yes, some no..." and the others d i d not know. 
To summarise these f i n d i n g s , coherent accounts of the work group 
idea (or Volvo's changes) were given i n a l l cases, the reasons f o r the 
changes at Volvo centred on labour r e t e n t i o n and i n c r e a s i n g the m o t i v a t i o n 
(and through t h a t the performance) o f the labour f o r c e . Only a m i n o r i t y 
f e l t Volvo's changes had been successful, yet there was almost unanimous 
agreement on the a t t r a c t i v e n e s s of the idea. 
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WHERE HEARD OF AWGs 
The respondent was asked when and where they had heard o f the term, 
AWGs. Memories were vague and many would not even hazard a guess t o e i t h e r 
of the questions. However, of the 11 who were prepared t o give an answer 
as to when they had heard of the idea, f o u r said r e c e n t l y or i n the l a s t 
year, and a f u r t h e r f o u r s a i d 2-4 years ago. Another three suggested some 
considerable number o f years before, i n one case e i g h t years, i n another 
16 or 17 years ago. 
''Can you remember when and where you heard of AWGs?'' 
When: Rec e n t l y / l a s t year 4 
2-4 years ago 4 
a number o f years ago 1 
8 years ago 1 
16-17 .years ago 1 
11 respondents 
Where: Unspecified a r t i c l e s / d o n ' t know 5 
Books/articles - authors named 5 
T e l e v i s i o n 1 
Film 1 
IPM j o u r n a l 3 
IPM course 1 
Management Today 1 
Fi n a n c i a l Times 1 
18 respondents 
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As t o where they had come i n t o contact w i t h the idea, the don't knows 
and u n s p e c i f i e d a r t i c l e s numbered f i v e ; s p e c i f i c books or a r t i c l e s whose 
authors were named above were mentioned f i v e times; TV by one; a f i l m by 
another; 3 said the IPM j o u r n a l and one an IPM course, w h i l e one s a i d 
Management Today and another the F i n a n c i a l Times. So the main channel i s 
through reading - or at l e a s t i t i s the channel which i s most remembered 
or assumed. As one manager i n a small brewery s a i d " s t r a n g e l y enough i t ' s 
one o f the t h i n g s I have read - not a l o t about i t , but read two or three 
a r t i c l e s on i t , I don't remember where or when." That the emphasis was 
towards reading i s i n t e r e s t i n g , because, as noted e a r l i e r , the 
respondents d i d not spend a great deal o f time on reading. 
When asked i f there were any companies i n the U.K. which had used the 
idea, only a m i n o r i t y (9) could name fi r m s while one s p e c i f i e d only the 
i n d u s t r y . 
"Do you know of any firms i n the U.K. which have t r i e d AWGs?" 
P h i l i p s 3 
ICI 2 
United B i s c u i t s 1 
Proctor § Gamble 1 
Pye 1 
Rank Xerox 1 
Vauxhall 1 
S c o t t i s h $ Newcastle 1 
Shell 1 
Finan c i a l I n s t i t u t i o n 1 
13 I n f o r m a t i o n from 10 respondents 
Only two companies were mentioned more than once; P h i l i p s on 3 occasions, 
ICI on 2. The other f i r m s c i t e d were: United B i s c u i t s , Proctor § Gamble, 
Pye, Rank Xerox, S h e l l , Vauxhall, S c o t t i s h S Newcastle. Four respondents 
had e i t h e r v i s i t e d or worked f o r one of the l a s t group of f i r m s . 
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P a r t i c u l a r l y n o t i c e a b l e here i s the lack of reference t o the brewery 
which had introduced AWGs a few years ago.^* A p o i n t which was commented 
on e a r l i e r as s t r i k i n g because of the frequency of i n t e r - f i r m c ontact. 
Given the favourable a t t i t u d e s t o the AWG idea, t h i s lack of mention i s 
even more i n t r i g u i n g . I t must be assumed t h a t the brewery's changes i n 
work o r g a n i s a t i o n received n e i t h e r great a t t e n t i o n w i t h i n brewing c i r c l e s 
or i n any other i n d u s t r i e s w i t h which they have contact, nor were p u b l i c i s e d 
by the f i r m concerned t o any great e x t e n t . Yet as a respondent i n t h i s 
company remarked "the lads couldn't get on w i t h the work so we had t o shut 
i t down. Couldn't work i n a f i s h b o w l . Not shut down the experiment, j u s t 
keep people out." A comment which i n d i c a t e s there was a good deal o f 
i n t e r e s t i n the changes. And he went on t o say "we're doing our share o f 
going round l e c t u r i n g - i n f a c t , perhaps we have done too much." I t seems 
then t h a t the i n f o r m a t i o n has been a v a i l a b l e yet has not been picked up. 
This i s extremely s u r p r i s i n g given the awareness of the concept and t h a t 
i n at least two brewing companies, consideration had been given t o the 
i n t r o d u c t i o n o f AWGs. " I t has been thought about... i t was j u s t s o r t o f 
general discussion and comment t h a t was going on i n the company as t o 
whether i t was r e l e v a n t . I t was t a l k e d about i n most companies at t h a t 
time because i t was one o f the i n - t h i n g s . " The i n t e r e s t o f t h i s company 
was not q u i t e as des u l t o r y as i t seems, a v i s i t t o Volvo having been made 
some years ago by a v a r i e t y o f company members. I n another company " I 
know t h a t c o n sideration was given t o i t , I remember i t now, but nothing 
developed from i t or got o f f the ground." But i n n e i t h e r of these cases 
was any reference made t o the brewery which had introduced AWGs, suggesting 
i t was from outside r a t h e r than i n s i d e the i n d u s t r y t h a t such leads are taken 
One possible explanation o f the lack of knowledge of the brewery which t r i e d 
AWGs i s the geographical d i s t r i b u t i o n o f the breweries - the i n n o v a t i v e one 
being the most d i s t a n t from the other HQs, and being a member o f a d i f f e r e n t 
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reg i o n a l a s s o c i a t i o n : The importance of geographic l o c a t i o n i n adopting 
new ideas has been noted elsewhere (see P i o t e t , 1975, p.3). The 
tendency t o mention l o c a l breweries i n i n t e r - f i r m contact would also 
support t h i s . However, the existence of the various meetings of the 
Brewers Society, and the Think Tank could be expected t o counter t h i s 
tendency. The co n t i n u a l emphasis on the t r a d i t i o n a l nature o f the brewing 
i n d u s t r y may p o i n t t o one reason why in f o r m a t i o n about i n n o v a t i o n i s not 
sought w i t h i n the i n d u s t r y - simply because i t i s not expected t o be t h e r e ! 
One respondent made t h i s p o i n t about work changes i n brewing " I would say 
i f anybody i s , we would be - I see the other brewers as r e l a t i v e l y t r a d i t i o n a l 
i n t h e i r a t t i t u d e s . . . . " 
POTENTIAL USE OF AWGs 
Whether or not AWGs had been or could be used i n brewing was another 
question put t o the respondents. Only two companies had discussed the 
p o s s i b i l i t y as noted above. An accurate p i c t u r e was g i v e n , i t seems, from 
one of the respondents regarding the i n t e r e s t o f the brewing i n d u s t r y : 
"Well, I'm sure there must have been some i n t e r e s t but t o my knowledge there 
was never the s o r t of i n t e r e s t which says we must grab t h a t i d ea." Another 
two respondents were considering using the idea "one o f the t h i n g s I 
sometimes t h i n k about i s how we could do i t i n the brewing i n d u s t r y - I'm 
not sure yet but I t h i n k we can." but i n the second case i t was not being 
102 
pursued at t h a t time. 
Quite a number of the respondents asserted t h a t they already had 
work groups i n t h e i r company, e.g. "the brew house has f a i r l y autonomous 
groupings. I n the fermenting room there are about a dozen workers who 
f u n c t i o n as a group" i n another "we are t r y i n g t o get c r o s s - f u n c t i o n a l 
teams - I mean the c u s t o m e r / p r o f i t a b i l i t y exercise which draws together 
c e l l a r s e r v i c e , sales, d i s t r i b u t i o n , production - t r i e s t o get t o operate 
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as a team, looking at the customer base as t h e i r t a r g e t . " S i m i l a r l y : 
"you could almost say, have an AWG i n a pub and i n f a c t we approach t h i n g s 
i n t h a t way, we t r y t o i n v o l v e s t a f f i n the running of the pub and t o look 
on i t as t h e i r pub as much as the manager's... so you're approaching a 
s i m i l a r s o r t of idea although not q u i t e the same." And a f i n a l example: 
"we have one example of group working here - our d e l i v e r y f l e e t - they are 
given eleven hours o f work each day and they decide how t o get t o p u b l i c 
houses, which routes, how they load v e h i c l e s , how long i t takes them." 
Excluding the company which had i t s e l f introduced AWGs - there were 
a l t o g e t h e r ten claims from 8 respondents t h a t group working - i n one form 
or another - was already i n operation somewhere i n the o r g a n i s a t i o n - and 
these were i n companies o f a l l s i z e s . There were two references t o c e l l a r / 
pub s e r v i c e teams; to d e l i v e r y / t r a n s p o r t s t a f f ; and i n the brewhouse/ 
fermentation room. Single references were made t o the f o l l o w i n g ; i n 
b o t t l i n g , i n pub o r g a n i s a t i o n , d i s t r i b u t i o n team, i n a move t o smaller 
u n i t s . A f u r t h e r four companies had thought or were t h i n k i n g about 
i n t r o d u c i n g work groups. 
Given the lack o f d e t a i l i t i s extremely d i f f i c u l t t o make an informed 
appraisal o f the various schemes which were described. Nevertheless, t o 
c a l l any of these schemes AWGs - on the basis o f these d e s c r i p t i o n s - would 
be t o misrepresent the idea and i t s complexity. Yet, i n each o f the schemes 
there where elements i n the method o f working which could owe a debt t o the 
ideas embodied i n AWGs. Any stronger claim than t h i s cannot be made. To 
the extent t h a t concepts such as autonomy, r e s p o n s i b i l i t y , task inter-change, 
a c c o u n t a b i l i t y have been used, there i s some support f o r the t h e s i s t h a t the 
AWG idea - however and through whatever medium i t i s conveyed - has had a 
considerable degree o f impact. This i s not t o say, of course, t h a t AWGs can 
be disassociated from other ideas which were prevalent at the time. Indeed, 
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r a t h e r t h e opposite i s l i k e l y t o be the case: t h a t the AWG would not have 
enjoyed such p o p u l a r i t y i f i t had not been complemented, echoed or at l e a s t 
been compatible w i t h other ideas which were simultaneously ' i n the a i r ' . 
Of the nine respondents who s a i d t h a t the idea o f group working would 
not be s u i t a b l e f o r the brewing i n d u s t r y , the r e p l i e s given f o r t h i s ranged 
from " d e f i n i t e l y not" t o those who admitted the p o s s i b i l i t y . Quite a few 
r e p l i e s r e f e r r e d t o t e c h n i c a l b a r r i e r s , e.g. the nature o f the product, 
the type of machinery used: i n size and t h a t i t i s f i x e d ; not short cycle 
jobs; the type o f production process, and two people r e f e r r e d t o the need 
f o r a huge c a p i t a l investment. Some respondents saw p o s s i b i l i t i e s ; on the 
commercial side and i n kegging operations. Others f e l t t h a t the b a r r i e r s 
were i n the climate of o p i n i o n : "too r e v o l u t i o n a r y an idea"; " I t h i n k we've 
got a long way t o go before we could do something l i k e t h a t here"; " I 
would t h i n k management would be t e r r i f i e d o f i t , c e r t a i n l y ours would." 
These reasons f o r not considering work groups give a good i n d i c a t i o n 
of how the idea has been p o p u l a r l y presented: the large c a p i t a l investment 
Volvo was s a i d t o have made; the a s s o c i a t i o n w i t h assembly-line p r o d u c t i o n , 
i n machinery which could be reduced i n size or at l e a s t adapted to small 
groups o f workers, e t c . But most i m p o r t a n t l y , i t was here t h a t the 
r a d i c a l p o t e n t i a l of the concept was recognised. Indeed, i t may be the 
case t h a t i t was those respondents who made no claims o f using the idea 
(again, f i r m s of a l l sizes) who had a greater a p p r e c i a t i o n of the concept 
than the others whose d e s c r i p t i o n s o f t h e i r schemes could be i n t e r p r e t e d 
as t r i v i a l i s a t i o n s o f the idea (accepting t h a t t h i s may r e f l e c t media and 
other presentations r a t h e r than some attempt at t r i v i a l i s a t i o n w i t h i n 
i n d u s t r y ) . 
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COMMENTS ON POPULARISATION 
Rather than simply impose some model of d i f f u s i o n on the accounts of 
t h e i r a c t i v i t i e s the respondents were asked (when time was a v a i l a b l e , t h i s 
was the l a s t question, very much open-ended which might take time t o 
discuss) why they thought p a r t i c u l a r ideas became popular and how. 
Undoubtedly there are dangers i n accepting common-sense views of the 
worl d , but nevertheless the respondents have b e l i e f s about the way they 
act and why they act which must be taken i n t o account. 
The main emphasis was on how ideas become popularised, less inform-
a t i o n was volunteered on why they were popular, and a few views were also 
given on why c e r t a i n ideas d i d not become popular. 
WHY: F i r s t l y , a number of comments r e l a t e d t o the a t t r i b u t e s o f the 
idea i t s e l f : t h a t the idea i s 'portable' and can be applied i n many d i f f e r e n t 
s i t u a t i o n s ; Secondly, i t corresponds w i t h other c u r r e n t ideas was 
mentioned by four respondents t o the e f f e c t t h a t " i t chimes w i t h the times"; 
" p a r t i c i p a t i v e age"; " i t s seeming p r a c t i c a l i t y " or the idea i s " a t t r a c t i v e 
and comfortable" t o a p a r t i c u l a r group o f people. T h i r d l y , the presention and 
the timing of the idea may be important; " i t coincides w i t h a f e l t need"; 
"death of s c i e n t i f i c management" "AWGs became popular because people were 
aware there was a problem i n m o t i v a t i o n - they d i d n ' t know how to solve i t ; 
there was a book which was marketed e f f e c t i v e l y and i t seemed t o be a 
good idea..." F o u r t h l y , the person who 'pushes' the idea and the i n s t i t u t i o n a l 
background of t h a t person may be c r u c i a l . Thus regarding Action Centred 
Leadership; " I t was marketed by the I n d u s t r i a l Society where the w e l l -
thought out model was l i n k e d up w i t h the preacher par excellence o f the 
i n d u s t r i a l world, John Garnett." A s i m i l a r p o i n t was made i n r e l a t i o n t o 
John Humble and h i s A c t i o n Learning. Who picks up the idea may be 
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important as some respondents suggest: " i f you have a man placed i n a 
high p o s i t i o n , he picks up an idea and has power and i n f l u e n c e t o make 
i t happen." An instance o f t h i s was c i t e d by another manager which also 
i l l u s t r a t e s the random element i n d i f f u s i o n : 
" I t j u s t happened t h a t Arnold Weinstock saw Reg Revans on 
t e l l y one n i g h t and he said t h a t sounds se n s i b l e , I ' l l ask 
Reg Revans to come and t a l k to me. And Reg Revans made an 
impression on Arnold Weinstock and Weinstock being the man 
he i s and the way he runs h i s companies, sai d t h i s w i l l do 
f o r us." 
Only one respondent mentioned here the r o l e of trade unions which he 
estimated t o be l a r g e ; " I don't know i f we are i n any way t y p i c a l or 
completely u n t y p i c a l but almost every good idea t h a t we've had l a t e l y has 
come about through union pressure." Or s i m i l a r l y where the idea appears: 
" I t h i n k the FT does have an i n f l u e n c e on t h i n g s " or where the idea comes 
from, thus ideas coming from the USA are l o s i n g t h e i r appeal whereas ideas 
from Scandinavia are more acceptable as i t i s seen as nearer our work c u l t u r e 
i n the UK. F i f t h l y , t h a t the idea should promise some f i n a n c i a l r e t u r n " i f 
the t h i n g can be r e l a t e d i n some way t o an improvement i n p r o d u c t i v i t y or IR, 
yes, people w i l l go f o r i t , but i f they don't see any b e n e f i t i n the 
f i n a n c i a l sense then they don't adopt i t . " 
The 'why' may be found less i n the idea and more i n the s t a t e o f the 
company: "very o f t e n , management are desperate, they are being pressed t o 
do something..." Or i t was suggested a number o f times t h a t i f another 
company has t r i e d and was successful using the idea then: " I t h i n k the 
l e a r n i n g p r i n c i p l e applies t h a t i f some major company has taken the plunge 
the r e s t w i l l t r y i t w i t h o u t t r y i n g the water f i r s t . " " I t h i n k a company 
l i k e (ours) would be i n f l u e n c e d because of a company l i k e ICI were doing 
t h i n g s , or i f 'Weinstock's i n t o t h i s , he's not doing badly i s he?', there 
must be something i n i t ! " 
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I f i t i s a major company which has t r i e d some scheme t h i s might 
account f o r the lack o f d i f f u s i o n o f AWGs i n brewing because the company 
which t r i e d the idea was very much the smallest of the Big Six. However, 
i t wouldn't e x p l a i n t h a t much because other people's experience matters and 
i s discussed according t o a t r a i n i n g manager i n a medium brewery: 
"Like the I n s t i t u t i o n of T r a i n i n g O f f i c e r s where you have a 
r e g u l a r monthly meeting ... we tend t o t a l k about what other 
people have done - we tend t o say have you t r i e d t h i s idea or 
t h a t idea and i f they say i t was a complete waste o f time, 
you may not stop doing i t but i t c e r t a i n l y gives you food 
f o r thought - and you ldiok at i t again before you go any 
f u r t h e r . " 
More g e n e r a l l y "Once they've proved i t can work i n a c e r t a i n area then 
other people jump on the bandwagon and t r y i t - where they see success they 
obviously t r y and breed another success i n the same s o r t of area." 
But who i s i n the same s o r t of area? Would the brewers take a lead 
only from other breweries or from i n d u s t r i e s noted f o r t h e i r innovativeness 
l i k e I C I and Shell? To r e t u r n f o r a moment t o work o r g a n i s a t i o n changes, 
a v a r i e t y of companies were mentioned; United B i s c u i t s 3; P h i l i p s 3 and t h e i r 
s u b s i d i a r y Mullards 2; Rank Xerox 1; S h e l l 2; Vauxhall and I C I 3; Proctor § 
Gamble 1; Pye 1. While there were a range o f companies and not a l l l a r g e , 
they were a l l household names. I n t u r n the names mentioned r e f l e c t e d i n p a r t 
the previous experience of the respondents, 8 of whom had been employed i n 
large or well-known companies and t h a t experience i n t u r n meant the existence 
of contacts i n a v a r i e t y of i n d u s t r i e s . R e c a l l i n g e a r l i e r statements t h a t , 
f o r instance, a respondent would f e e l more at ease i n approaching f i r m s out-
side the i n d u s t r y there was only one remark about t a l k i n g t o other brewers, 
supporting the t h e s i s t h a t i t i s not brewing companies who are watched. Indeed 
there were a few negative statements i n t h i s respect: "... brewers are a b i t 
conservative... I t h i n k p o s s i b l y because they've been leading a s h e l t e r e d l i f e , 
breweries always seem to do r e l a t i v e l y w e l l . They never do badly. I t ' s a 
p r e t t y l e v e l k i n d o f business - there's never any great booms or great traumas." 
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Another aspect which has not yet been mentioned and which a number 
of respondents suggested was important i s a c t i v i t i e s i n l e i s u r e hours. 
One respondent of f handedly mentioned "contacts w i t h other large manufacturers 
or other large organisations i n the area - you know, clubs and t h a t s o r t 
of t h i n g and I t h i n k t h a t would be the area one would get most i n f o r m a t i o n " 
" I p e r s o n a l l y have no e x t e r n a l contacts of any c a l i b r e t h a t I would r e g u l a r l y 
use other than personal f r i e n d s - I mean there are some personal f r i e n d s 
whose range of s k i l l s I respect w i t h whom I would throw around issues w i t h . . . 
And one respondent said as: 
" I suppose a s o r t of c r i t i q u e of your approach. I t h i n k a l o t 
of what influences me comes out of my s o c i a l contacts and my 
personal and p r i v a t e i n t e r e s t s . My w i f e i s a pro b a t i o n o f f i c e r 
so I have a very heavy i n f l u e n c e from t h a t s o r t o f contact, and 
I'm involved h e a v i l y i n the church - and I don't t h i n k your l i n e 
of questioning would get i n t o t h a t area w i t h everybody." 
That there i s a ' f l a v o u r of the year' approach i n some companies 
according t o one respondent helps account f o r the turnover i n ideas. 
Another explanatory f a c t o r i s the o v e r - s i m p l i f y i n g of ideas i n t h e i r presen-
t a t i o n : 
" I t h i n k i f the s o r t of main theme happens to coincide w i t h a 
f e l t need, everybody w i l l grasp at i t . I t ' s only o f course 
when they discover l a t e r t h a t the t h i n g i s an o v e r s i m p l i f i -
c a t i o n and chat, i n any case, t h e i r own problems are much more 
complex they r e a l i s e the match i s n ' t as good, and t h e r e f o r e , 
things get dropped." 
And perhaps the e a r l i e r comments on jargon i n a r t i c l e s points t o a v i c i o u s 
c i r c l e : simple a r t i c l e s wanted and s i m p l i f i e d ideas presented, e t c . 
The mechanics of how ideas are picked up was also r e f e r r e d t o : 
"You've got an i n t e r n a l set of p r i o r i t i e s - a p r o f i l e because 
you a c t u a l l y add t o them and ... bang! there's a match, and 
you can't t e l l i n advance. One paper you look through, there's 
nothing i n i t . Another I look through and there are s i x or 
seven items, bang! t h a t are a c t u a l l y r i n g i n g a l l those b e l l s . " 
"you read about something then i t s o f t e n r e i n f o r c e d . " ; someone mentions the 
same idea "r.o you get a coincidence l i k e t h a t and i t maintains your i n t e r e s t 
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I w i l l c e r t a i n l y f o l l o w i t up and see i f there i s anything i n i t , but 
I l i k e d the a r t i c l e and I was wondering how i t could be used." While 
there might be an element of post f a c t o r a t i o n a l i s i n g here, the n o t i o n of 
s e r e n d i p i t y i s one which needs t o be borne i n mind. And the n o t i o n t h a t 
ideas are ' i n the a i r ' i s r e f l e c t e d i n a comment by a respondent who knew 
nothing about the s o c i a l or behavioural sciences, yet s a i d of job e n r i c h -
ment "again, i t ' s one of these things t h a t j u s t r i n g s a b e l l w i t h o u t any 
personal knowledge or digging i n t o i t . " 
Thus the respondents, on the whole, echoed many of the aspects of 
d i f f u s i o n mentioned e a r l i e r . However, i t i s the repeated comments on 
aspects such as ' i t chimes w i t h the times'; 'government noises'; ' i t ' s a 
p a r t i c i p a t i v e age' etc. which r e f l e c t the p o p u l a r i s a t i o n which has taken 
place. I t i s a p o p u l a r i s a t i o n which p a r t i c u l a r l y applies t o ideas, t o 
knowledge r a t h e r than p r a c t i c e , and i t i s possible t h a t the impact w i l l be 
f e l t i n the longer term., by a f f e c t i n g what f u t u r e ideas are taken up and 
adopted, r a t h e r than immediate impact i n the short term. 
Resume: The c o n t r a d i c t i o n s between the f r i e n d l i n e s s and 
competitiveness of the i n d u s t r y are suggestive o f a changing i n d u s t r y where 
the e v e r - l a r g e r companies, i n becoming more dominant, are c h a l l e n g i n g the 
'olde-worlde' t r a d i t i o n a l atmosphere. The large amount of i n t e r - f i r m contact 
suggests t h a t d i f f u s i o n would be easy w i t h i n such an i n d u s t r y yet t o p i c s 
such as AWGs do not seem much discussed. However, t h i s f i n d i n g needs to 
be q u a l i f i e d t o the e f f e c t t h a t at top l e v e l t a l k s between companies - at 
the Think Tank - such t o p i c s may w e l l be, and seem more l i k e l y t o be, 
discussed. 
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I t was found t h a t the s o c i a l science resource persons, as expected, 
are normally located w i t h i n the personnel f u n c t i o n but t h a t the amount of 
s o c i a l science i n p u t they had received was not great. This may not be 
c r u c i a l as i t was found t h a t g e n e r a l l y those people who had had formal contact 
w i t h the s o c i a l sciences were very s c e p t i c a l as to i t s value. Indeed, i t 
was a lack of formal i n p u t which appeared t o engender p o s i t i v e a t t i t u d e s -
hence the Informed Amateurs. Nevertheless, there was a general a s s o c i a t i o n 
made throughout the i n t e r v i e w s between b e h a v i o u r a l / s o c i a l science and innova-
t i o n s . Of course, whether or not in n o v a t i o n i s seen as a good or bad t h i n g 
i n an i n d u s t r y which so prides i t s e l f on being t r a d i t i o n a l and conservative 
i s a moot p o i n t . O v e r a l l , views of the s o c i a l sciences were not o v e r l y high 
but were less negative the l a r g e r the o r g a n i s a t i o n . While the respondents 
were aware of permeation having taken place as regards the s o c i a l sciences, 
changes i n work o r g a n i s a t i o n r e l a t i n g t o s o c i a l science were few. No d i s t i n c -
t i o n was made between behavioural and s o c i a l science, t o p i c s d e a l i n g w i t h 
i n d u s t r y being lumped together. 
There was a considerable amount of knowledge about, and a good deal of 
enthusiasm f o r , AWGs yet only a few changes i n work o r g a n i s a t i o n owed a 
possible debt t o work group ideas. At the same time, no mention was made of 
changes t r i e d i n other breweries suggesting t h a t i t i s t e c h n i c a l not ' s o c i a l ' 
matters which are discussed. I f awareness and knowledge of AWGs i s used as 
a benchmark as t o how s o c i a l science ideas reach people i n i n d u s t r y , i t 
seems t h a t i t i s through reading. Despite spending l i t t l e time on reading, 
i t i s enough f o r managers to pick up current ideas. But knowledge of an 
idea does not ne c e s s a r i l y b r i n g w i t h i t any attempt at implementation. Perhaps 
t h i s i s connected w i t h the r a t h e r poor l i g h t i n which innovations are seen, 
being associated w i t h companies w i t h d e c l i n i n g fortunes and w i t h f i r m s who 
are i n t r o u b l e . As regards p o p u l a r i s a t i o n , a number o f i n t e r e s t i n g comments 




A number of points c l e a r l y emerge from these i n t e r v i e w s . 
There are undoubted advantages of s i z e . I n d i v i d u a l l y s m a l l , the 
b e n e f i t s of size are compounded when the t o t a l i n f o r m a t i o n i n p u t i s consid-
ered. I n graduate recruitment and t r a i n i n g , management education, p u b l i -
cations received, time spent reading, paying s u b s c r i p t i o n s , etc. the l a r g e r 
companies have the edge. The well-worn arguments of the diseconomies of 
scale are c o n t r a d i c t e d here. The l a r g e r the o r g a n i s a t i o n , the b e t t e r the 
i n f o r m a t i o n scanning and i n p u t . The large companies have an enviable 
headstart over small f i r m s i n having the resources t o expend on i n f o r m a t i o n 
g a t h e r i n g . Relying h e a v i l y on outside o r g a n i s a t i o n s , small companies are 
disadvantaged as i t i s more time consuming and expensive t o have to go outside 
the company, pos s i b l y l i m i t i n g the amount of contact. The greater ease of 
c o n t a c t i n g colleagues, the greater l i k e l i h o o d o f i n f o r m a l exchange o f 
i n f o r m a t i o n , the less obvious expense of using i n t e r n a l resources, e t c . a l l 
imply a greater p o t e n t i a l i n f o r m a t i o n exchange and d i f f u s i o n w i t h i n large 
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companies. While the large companies had developed t h e i r i n t e r n a l resources 
and the small companies had not, the medium companies seemed t o be i n the 
process of developing t h e i r resources. Evidence o f t h i s was e s p e c i a l l y 
strong regarding management t r a i n i n g and development and i n the presence of 
informed amateurs i n 2 medium companies. The i m p l i c a t i o n s of the advantages 
of size are t h a t s o c i a l science i n f o r m a t i o n i s more l i k e l y to be picked up 
and acted upon the l a r g e r the company, given the greater l i k e l i h o o d of 
s p e c i a l i s t s being present i n the o r g a n i s a t i o n . The presence of someone i n 
the o r g a n i s a t i o n who has s u f f i c i e n t knowledge and i n t e r e s t i n the s o c i a l 
sciences to be able t o monitor p o t e n t i a l l y r e l e v a n t i n f o r m a t i o n f o r the 
company i s obviously c r u c i a l . There was no such person i n the small brewing 
companies. 
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The amount of contact between brewing companies at a l l l e v e l s i s notable. 
The impact of such contact i s apparent i n the high incidence of adoption of 
various programmes and t r a i n i n g schemes. But i t i s debateable whether the 
contact f o s t e r s the d i f f u s i o n o f s o c i a l science i n f o r m a t i o n . Topics f o r 
discussion centre more on t e c h n i c a l than s o c i a l aspects. However at the 
top l e v e l s i t seems t h a t the s o c i a l aspects are discussed, and given the 
f i n d i n g s t h a t changes tended t o be i n i t i a t e d from the top, the importance 
of contact at t h i s l e v e l i s obvious. The existence of such contact means 
t h a t i n d i v i d u a l companies may be a l e r t e d from sources other than those they 
scan f o r i n f o r m a t i o n . Given t h a t there i s g r e a t e r contact between the large 
companies - i n the form o f the Think Tank - the advantages accruing t o the 
large companies increase. 
Associated w i t h t h i s i s the obvious importance of personal contact - o f 
t a l k i n g t o people at f i r s t - h a n d . I t i s a f a c t o r which has already been 
found t o be important i n the r e c e p t i o n given to mass media 'messages' (see 
Katz and Lazarsfeld 'Personal I n f l u e n c e ' ) . I t must also be asked i f personal 
contact i s important i n the r e c e p t i o n o f messages from other sources such as 
conferences, i n f o r m a t i o n - g i v i n g o r g a n i s a t i o n s . The evidence here supports 
t h i s suggestion. Elsewhere the importance o f personal contact i n i n d u s t r y has 
been noted e.g. A g u i l a r "the r e l a t i v e l y heavy r e l i a n c e t h a t managers place 
on t h e i r personal networks of communication (both p r i v a t e and o r g a n i s a t i o n a l ) . " 
(1967, p . 9 4 ) 1 ^ The making of contact at conferences and courses, having 
i n d i v i d u a l s i n other companies w i t h whom problems can be discussed and 
i n f o r m a t i o n exchanged, and the existence of groups of people who act as 
i n f o r m a t i o n resources f o r two HQs are undoubtedly important. The extent to 
which i n f o r m a t i o n gained from impersonal sources has to be evaluated i n the 
l i g h t of personal contact, and i n f o r m a t i o n not so evaluated i s disregarded, 
i s not known. I t may be t h a t , as the d i f f u s i o n studies suggest, e a r l y adopters 
r e l y less on personal sources and more on impersonal sources f o r i n f o r m a t i o n . 
No evidence was obtained here t o e i t h e r support or r e f u t e t h i s . 
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Another i n t e r e s t i n g f i n d i n g i s t h a t despite repeated emphasis being 
made on the t r a d i t i o n a l , conservative, f r i e n d l y and open nature o f the 
brewing i n d u s t r y , there was a c o n t i n u a l reference t o competition. This 
was more not i c e a b l e i n the l a r g e r companies and among the younger managers. 
But the existence of t h i s competition meant t h a t i n t e r - f i r m contact was 
conducted c a u t i o u s l y w i t h some i n f o r m a t i o n being w i t h h e l d . The contra-
d i c t i o n s found here are l i k e l y t o grow as the s i z e of brewing company increases 
w i t h the accompanying growing d i v e r s i f i c a t i o n of a c t i v i t i e s . I n t u r n , the 
inc r e a s i n g presence o f b i g business w i t h personnel u n f a m i l i a r w i t h the 
t r a d i t i o n s of the brewing i n d u s t r y may mean a growing awareness t h a t i n an 
i n d u s t r y which has been run r a t h e r l i k e a Gentleman's Club, not a l l the 
members are now gentlemen. Perhaps a r e d u c t i o n i n i n t e r - f i r m contact w i t h i n 
the i n d u s t r y w i l l r e s u l t i n g r e a t e r contact w i t h other i n d u s t r i e s ( w i t h whom 
at l e a s t one respondent f e l t more at ease i n discussions) and a less i n s u l a r 
and closed i n d u s t r y , a l l o w i n g a greater flow o f i n f o r m a t i o n between a 
v a r i e t y of i n d u s t r i a l spheres. 
I n t e r e s t i n g l y , formal t r a i n i n g i n the s o c i a l sciences seems t o be 
counter-productive i n f o s t e r i n g a p o s i t i v e response t o the s o c i a l sciences 
I t i s the informed amateurs - those whose i n t e r e s t i n s o c i a l science i s 
more i n the nature of a hobby than an occupation - who were most r e c e p t i v e 
t o s o c i a l science ideas. S i m i l a r l y , i t was n o t i c e a b l y the younger respon-
dents who c r i t i c i s e d s o c i a l science, suggesting t h a t 'tougher' a t t i t u d e s t o 
the s o c i a l aspects of work may only mellow w i t h experience. While a t t i t u d e s 
may r e f l e c t the company climate o f opinion - there being more p o s i t i v e 
a t t i t u d e s the l a r g e r the company - negative a t t i t u d e s were expressed i n a l l 
sizes of company. Perhaps these negative a t t i t u d e s are a r e a c t i o n t o the 
o v e r s e l l i n g of the s o c i a l sciences i n the l a t e 60s and e a r l y 70s, and t o the 
p u b l i c image which they have acquired being commonly associated w i t h s o c i a l i s m , 
social-work and trendy l e f t i e s . Perhaps the negative views o f managers merely 
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r e f l e c t the company p r a c t i c e s , the managers seeking companies which 
r e f l e c t e d t h e i r own opinions, j u s t as the informed amateurs appeared t o 
seek companies i n which t h e i r views would be approved and given a chance t o 
be put i n t o a c t i o n . Nevertheless,that formal inputs of s o c i a l science r e s u l t s 
i n antagonism to the subject area must give food f o r thought t o those who 
seek to increase the behavioural or s o c i a l science input i n short courses 
f o r managers and others. In other words, the missionary a c t i v i t i e s o f 
academics such as s o c i o l o g i s t s t o 'spread the word' may be counter-productive. 
Behavioural and s o c i a l science was equated w i t h innovations throughout 
the i n t e r v i e w s . This a s s o c i a t i o n may mean t h a t organisations (or someone 
i n them) which use behavioural science wish to appear i n n o v a t i v e . As Ford 
§ Appleby note "using s o c i a l science i s seen as a s e l f c o n s c i o u s l y i n n o v a t i v e 
and progressive a c t i v i t y . " (undated, p.6) However, innovativeness may not 
be viewed p o s i t i v e l y , e s p e c i a l l y i n an i n d u s t r y proud of i t s t r a d i t i o n s and 
conservatism. Support f o r t h i s comes from the comments which l i n k e d changes 
t r i e d i n brewing companies w i t h d e c l i n i n g fortunes and f i r m s which were 
under attack by others. I n an i n d u s t r y where p r o f i t s are r e l a t i v e l y safe, 
changes, whatever t h e i r nature, may be viewed w i t h apprehension. However, 
there may be a wish t o innovate, demonstrated by the p o p u l a r i t y of a 
succession of various techniques and packages i n the i n d u s t r y . Innovations 
i n v o l v i n g s o c i a l science may be eschewed due to the lack of g u i d e l i n e s f o r 
implementation and e v a l u a t i o n , problems not encountered by 'packages'. The 
wish to innovate may not be strong enough t o t o l e r a t e the u n c e r t a i n t i e s of 
using s o c i a l sciences ideas. Nevertheless, the packages have a common f e a t u r e 
i n avoiding r e a l change. Or a t l e a s t change i s encouraged i n i n d i v i d u a l s 
but not i n the o r g a n i s a t i o n . The problems involved i n judging what i s an 
'innovation' are obvious here. But the prevalence of packages i n brewing 
and i n process i n d u s t r i e s might be an i n d i c a t i o n of a general reluctance o f 
organisations t o change and an attempt t o maintain c o n t r o l over the o r g a n i -
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s a t i o n and i t s environment by avoiding the u n c e r t a i n t y and u n p r e d i c t a b i l i t y 
of open-ended change i n i t i a t i v e s such as those from the s o c i a l sciences. In 
t u r n , t h i s i m p l i e s a less than rosy f u t u r e f o r s o c i a l science i f by i t s very 
nature i t threatens the s t a b i l i t y and p r e d i c t a b i l i t y of o r g a n i s a t i o n s . 
The focus i n o r g a n i s a t i o n a l i n t e r v e n t i o n s was very much on managers. 
Packages l i k e Coverdale, ACL etc. are no more than the p a l l i a t i v e s o f job 
enlargement and job enrichment o f f e r e d t o shop f l o o r workers i n previous 
years. A l l t h a t has happened i s t h a t the focus f o r improving performance 
(and hence p r o f i t a b i l i t y ) has s h i f t e d from the shop f l o o r t o the ranks of 
management. But here again, there has been no r e a l attempt made t o change 
fundamentals - change i s only at a s u p e r f i c i a l l e v e l , adapting i n d i v i d u a l s 
t o the system, not the other way round. That managers, such as those being 
sent on Coverdale courses ( a l l l e v e l s except the top executives) are only 
employees becomes more obvious here. Some changes i n t h e i r a t t i t u d e and i n 
t h e i r way of working i s r e q u i r e d i n order t h a t the o r g a n i s a t i o n can f u n c t i o n 
more e f f e c t i v e l y , and by extension, more p r o f i t a b l y . Just as i n AWGs where 
shop f l o o r workers can be seen as managing themselves f o r management, so 
managers who send colleagues and themselves on Coverdale courses are managing 
themselves f o r the owners o f the o r g a n i s a t i o n . The d i f f e r e n c e i s not great -
i n both cases the i n d i v i d u a l s accept the employers' view of the world - of 
the need f o r p r o f i t s t o be maintained, and f o r e f f i c i e n c y and e f f e c t i v e n e s s 
to be maximised. The demands of c a p i t a l i s t e n t e r p r i s e s are known and accepted. 
The decreasing a b i l i t y t o maintain high p r o f i t s , the t r e n d t o e v e r - l a r g e r 
organisations and the growing competition i n the i n d u s t r y , a l l ensure t h a t 
those i n c o n t r o l of the o r g a n i s a t i o n look ever more c l o s e l y at the ways i n 
which improvements i n p r o f i t a b i l i t y can be made. Hence the i n c r e a s i n g focus 
on managers. To the extent t h a t s o c i a l science can be used t o help organi-
sations r e a l i s e t h e i r goals of maximising resources, then they may w e l l have 
a l u c r a t i v e f u t u r e . That i t i s not managers but those who d i r e c t what 
managers s h a l l do who are important becomes apparent here and i t i s w i t h 
t h e i r a t t i t u d e s to s o c i a l science t h a t a t t e n t i o n might more f r u i t f u l l y be 
d i r e c t e d , i n discussions of the f u t u r e f o r the s o c i a l sciences. 
I n f o r m a t i o n about AWGs came p r i m a r i l y from reading. This was s u r p r i s i n g 
given the small amount of time spent reading work r e l a t e d l i t e r a t u r e . Yet 
on r e f l e c t i o n , given the s a t u r a t i o n coverage which the t o p i c o f AWGs received, 
i t i s perhaps not GO s u r p r i s i n g . A d i s t i n c t i o n does need t o be made regarding 
channels of d i f f u s i o n between a l e r t i n g a t t e n t i o n t o and seeking f u r t h e r 
i n f o r m a t i o n on a t o p i c . Thus i n f o r m a t i o n g i v i n g o r g a n i s a t i o n s , management 
education, academics, et c . do have a r o l e t o play i n d i f f u s i o n as regards 
a l e r t i n g a t t e n t i o n but t h e i r r e l a t i v e importance i s hard t o judge as regards 
f u r t h e r i n f o r m a t i o n where personal sources o f i n f o r m a t i o n may be more sought 
out. Undoubtedly, the environment i s being scanned by a l l sizes of company, 
but the focus and amount of t h a t scan w i l l vary. For instance, management 
education may be an important source f o r medium companies; l a r g e r companies 
may r e l y more on published i n f o r m a t i o n ; w h i l e the small companies may place 
greater r e l i a n c e on ex t e r n a l i n f o r m a t i o n g i v i n g o r g a n i s a t i o n s . Scanning 
preferences may be a f f e c t e d by other f a c t o r s such as geographical l o c a t i o n , 
company p r e d i l i c t i o n s f o r keeping up w i t h outside contacts; department and 
d i v i s i o n a l s t r u c t u r e s ; as w e l l as i n d i v i d u a l preferences. Thus, i t can be 
seen t h a t the various sources of i n f o r m a t i o n and d i f f u s i o n reach d i f f e r e n t 
audiences depending on a number of f a c t o r s , not j u s t the size o f company 
although s i z e i s obviously a h i g h l y r e l e v a n t aspect. 
Despite unanimous enthusiasm f o r the AWG idea i t was s u r p r i s i n g t h a t 
so few changes i n work o r g a n i s a t i o n , which might r e f l e c t the impact o f the 
idea, had been t r i e d . Although the respondents' knowledge o f AWGs was not 
extensive, i n general they appeared aware o f the problems, the reasons f o r 
implementation or the possible repercussions. Having asked about the 
- 413 -
a p p l i c a b i l i t y of the idea t o the brewing i n d u s t r y i t was obvious t h a t i n 
most cases the idea had not been considered. This begs the question 'Why 
not?' Perhaps i t i s merely the a s s o c i a t i o n made between i n n o v a t i o n and 
d e c l i n i n g f o r t u n e s . The success of Volvo's experiments was not taken f o r 
granted, and i t may be t h i s f a c t o r combined w i t h the ' f o r e i g n ' Scandinavian 
lab e l which suggested caution and n o n - a p p l i c a b i l i t y . I t i s pos s i b l e also 
t h a t no con s i d e r a t i o n was given t o the idea because i t had not been t r a n s -
l a t e d f o r the perceived i d i o s y n c r a t i c c o n d i t i o n s of the brewing i n d u s t r y . 
Nevertheless, there i s no automatic a s s o c i a t i o n made w i t h reading an a r t i c l e 
which reports a successful experiment and considering using t h a t idea i n 
one's own o r g a n i s a t i o n . What the c r u c i a l i n t e r v e n i n g v a r i a b l e may be i s not 
known. I t may be t h a t here again i t i s the need f o r f i r s t - h a n d experience, 
of personal contact which i s missing and t h a t a r t i c l e s and other formal 
i n f o r m a t i o n remain merely as i n t e r e s t i n g snippets w i t h o u t the reinforcement 
and backing o f personal contact. At the l e a s t , however, i t appears t h a t 
unmediated i n f o r m a t i o n does not have any great immediate impact. 
Social science does not appear t o enter organisations through the 
recruitment of s o c i a l science graduates. Indeed, there i s no evidence t o 
i n d i c a t e t h a t a s o c i a l science i n p u t per se i s d e l i b e r a t e l y sought i n any 
of these companies. While t h i s might r e f l e c t a lack of a c t i v e i n t e r e s t , 
respondents were aware o f the permeation of ideas such as those from s o c i a l 
science i n t o the a t t i t u d e s and p r a c t i c e s w i t h i n the i n d u s t r y . Nevertheless, 
i t cannot be maintained t h a t there i s a spellbound managerial audience 
awaiting pronouncements from s o c i a l s c i e n t i s t s . I n t u r n , the se r v i c e t o 
those i n i n d u s t r y by s o c i a l s c i e n t i s t s i s not through d i r e c t usage but r a t h e r 
through i n f i l t r a t i o n . 
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A t t i t u d e s t o academics were found t o be ambivalent. Professors are 
' c o l l e c t e d ' yet academics i n general are denigrated. While contacts were 
maintained w i t h academics, l i t t l e use was made of them, and the impact of 
academic consultants dubious. However, i n s o f a r as academics c o n t r i b u t e t o 
management education, w r i t e books and a r t i c l e s , they c e r t a i n l y have a r o l e 
to play i n d i f f u s i r g s o c i a l science. One poi n t i s c l e a r and t h a t i s any 
contact w i t h academics i s very much on management's terms. Academics have 
to have faces t h a t f i t , and t r a c k records which commend themselves t o manage-
ment. The a t t i t u d e of those i n i n d u s t r y i n d i c a t e s they are w e l l aware who 
holds the purse s t r i n g s and they are q u i t e able t o move t h e i r patronage 
elsewhere. Sure of t h e i r ( f i n a n c i a l ) charms, the respondents would have 
l i t t l e h e s i t a t i o n i n cont a c t i n g academics, indeed they appeared t o derive 
wry amusement from t h e i r p r o f e s s o r - c o l l e c t i n g ! Cocking a snook at a group 
of people who t r a d i t i o n a l l y have scorned t h e i r a c t i v i t i e s , the a t t i t u d e s of 
managers are perhaps understandable. The i m p l i c a t i o n , however, i s t h a t 
even though great use i s not at the moment made o f the s o c i a l sciences and 
of s o c i a l s c i e n t i s t s , there i s no reason t o suppose t h a t t h i s w i l l always 
be the case given t h a t the contacts are t h e r e . A d e c l i n i n g economic climate 
could mean t h a t the demand f o r the services of s o c i a l science w i l l grow as 
the need t o t a l l y t o u t i l i s e resources grows. On the other hand, the reverse 
might happen. I n times o f economic st r i n g e n c y , the ' f r i l l s ' such as 
atten d i n g to the s o c i a l aspects o f the o r g a n i s a t i o n might be the f i r s t t o be 
j e t t i s o n e d . A bleak prospect f o r any academic seeking t o be a 'servant of 
power' ! 
The argument t h a t s o c i a l science can be used t o help r e a l i s e the goals 
of i n d u s t r i a l e n t e r p r i s e s , i . e . r a i s e p r o f i t s i s worth l o o k i n g a t . I t was 
obvious t h a t a t t e n t i o n i n f o l l o w i n g the a c t i v i t i e s of companies was caught 
by the p r o f i t a b l e companies r a t h e r than the i n n o v a t i v e . This i s ha r d l y 
s u r p r i s i n g given t h a t p r o f i t i s a f t e r a l l the name of the game. However, 
there seems o v e r a l l t o have been l i t t l e a s s o c i a t i o n made between g r e a t e r 
p r o f i t a b i l i t y and attending to the s o c i a l aspects o f work o r g a n i s a t i o n . 
Rather, a t t e n t i o n t o the s o c i a l aspects seems t o be associated w i t h improving 
work and i t s conditions i n i t s e l f , w i t h few d i r e c t l i n k s being made w i t h 
p r o f i t per se. I t may be t h a t the c r i t e r i a o f p r o f i t or at le a s t t h a t ' i t 
must pay i t s way' i s taken f o r granted - t h a t aspect being so obvious t h a t 
i t i s redundant t o voice i t . There was however no automatic a s s o c i a t i o n 
however made between using s o c i a l science and p r o f i t a b i l i t y improvements. 
While HQs enjoy a s t r a t e g i c p o s i t i o n as regards the adoption and 
approval of programmes which have a s o c i a l science i n p u t , the a t t i t u d e s and 
knowledge of OC personnel are important nonetheless. 
1. D e c e n t r a l i s a t i o n , w h i l e f o s t e r i n g s e l f s u f f i c i e n c y , i s also l i k e l y t o 
f o s t e r resentment of HQ so t h a t i n c r e a s i n g l y antagonism t o HQ d i r e c t i v e s 
and i n t e r f e r e n c e w i l l occur and less use made o f t h e i r i n f o r m a t i o n 
resources. This implies t h a t uses of s o c i a l science at OC w i l l depend 
on the a t t i t u d e s w i t h i n the OC. 
2. Even i f autonomy i s not ceded t o OCs, the re c e p t i o n which greets 
planned s o c i a l science a p p l i c a t i o n s a t OC l e v e l may be c r u c i a l . Antago-
nism, or enthusiasm f o r the ideas may make or break such a p p l i c a t i o n s . 
3. S i m i l a r l y , the p r e v a i l i n g climate of opinion w i t h i n the OC w i l l be 
known at HQ a f f e c t i n g whether or not changes are suggested. Thus i n 
one brewing company, i t was said o f the OC chosen as a guinea-pig f o r 
the i n t r o d u c t i o n o f changes i n work o r g a n i s a t i o n : " I f i t was pos s i b l e 
f o r a (the Group) company t o declare UDI, i t would be ( x ) . They've 
got good ideas but they're not too sure how t o put them i n t o p r a c t i c e . . . 
So I thought, they o f a l l the companies are re c e p t i v e t o these ideas and 
so I went and saw them." 
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4. To the extent t h a t personnel are t r a n s f e r r e d around the group, t h e i r 
a t t i t u d e s of knowledge w i l l be important. 
I f then, the current t r e n d t o d e c e n t r a l i s a t i o n continues i t means t h a t the 
s o c i a l sciences w i l l have a less r e c e p t i v e audience at OC l e v e l given the 
more negative views of s o c i a l science expressed by them. I n t u r n the 
p o t e n t i a l demand f o r s o c i a l science i s l i k e l y t o be s u b s t a n t i a l l y reduced. 
The resources at the disposal o f OCs are very much less than those at the 
disposal o f HQs and the devolvement o f r e s p o n s i b i l i t y f o r changes and 
resources a l l o c a t i o n t o OCs may w e l l mean less c o n s i d e r a t i o n i s given t o 
s o c i a l science a p p l i c a t i o n s i n s o f a r as they may be expensive and time-
consuming, as w e l l as u n p r e d i c t a b l e . 
Does the concept of conservatism help us much i n looking at the r e a c t i o n 
of people i n the personnel f u n c t i o n i n brewing t o i n d u s t r i a l sociology? 
I t seems i t i s . C e r t a i n l y there i s a slowness t o change. Innov a t i o n i s 
viewed s c e p t i c a l l y and associated w i t h an o r g a n i s a t i o n being under a t t a c k . 
A t t i t u d e s t o management education are mixed and, combined w i t h the s t r e s s on 
the b e n e f i t s of p r a c t i c a l experience, not favourable t o the i n f l o w o f new 
ideas. Pride i n the t r a d i t i o n s of the i n d u s t r y and the high degree o f i n t e r -
f i r m contact underpin the Gentleman's Club n o t i o n of the i n d u s t r y . I t does 
not seem to be an i n d u s t r y i n which change i s e s p e c i a l l y welcomed although 
some medium companies i n p a r t i c u l a r , do seem to be implementing programmes 
to strengthen the o r g a n i s a t i o n . There i s an undoubted i m i t a t i o n o f each 
other i n the programmes and packages which are adopted ( u n f o r t u n a t e l y , i t 
was not possible to i d e n t i f y the fashion leader, i f there i s a constant one, 
or why t h a t p a r t i c u l a r company takes the l e a d ) . I t i s possible t h a t i t i s 
the lead of some other i n d u s t r y which i s f o l l o w e d - no respondents a s s o c i a t i n 
or a s s e r t i n g innovativeness w i t h any brewing c o m p a n y . I n d e e d , one company 
which had innovated was aware of being at the f o r e f r o n t i n brewing yet not 
i n n o v a t i v e i n r e l a t i o n t o other i n d u s t r i e s . 
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I t appears then, t h a t brewing i s not an i n d u s t r y which p a r t i c u l a r l y 
favours change. On the c o n t r a r y , i t seems to be somewhat r e s i s t a n t t o change 
regarding the s o c i a l aspects of the o r g a n i s a t i o n at l e a s t . An a s s o c i a t i o n 
can perhaps be made w i t h s i z e : i t was the l a r g e r companies whose scanning 
a c t i v i t i e s were most extensive and who were most l i k e l y t o have considerable 
contact w i t h other i n d u s t r i e s through which the a t t i t u d e s dominant i n the 
brewing i n d u s t r y would have less impact. Whether the a t t i t u d e s t o new ideas 
and innovations i n other i n d u s t r i e s are much d i f f e r e n t from those h e l d i n 
brewing i s debateable. I t would have been u s e f u l here t o have been able t o 
compare brewing w i t h other i n d u s t r i e s . I n the small companies, there were 
p r e d i c t a b l y , more conservative and t r a d i t i o n a l views expressed yet some 
attempts at changes i n work o r g a n i s a t i o n had been made although these were 
normally i n r e l a t i o n t o an i n c r e a s i n g l y competitive market s i t u a t i o n . The 
medium companies - being p a r t i c u l a r l y squeezed i n the current s t r u g g l e s by 
the b i g companies t o increase market share - were being forced t o innovate 
i n r e p l y and t h i s took the form of o r g a n i s a t i o n development. I t tended, 
however, to be change under t h r e a t and does not c o n t r a d i c t the n o t i o n of 
conservatism. Although the large companies appeared t o be more amenable t o 
change t h i s must be seen i n the l i g h t of t h e i r p a t e n t l y greater a b i l i t y t o 
accommodate change. Nevertheless, there was no evidence of change f o r 
change's sake, wherever and whenever i t had been implemented, some pressure 
was being exerted - from markets, labour, p r o f i t a b i l i t y , e t c . Thus i t seems 
not unreasonable t o describe the brewing i n d u s t r y as conservative. And the 
concept o f conservatism does help b r i n g i n t o r e l i e f the r e a c t i o n t o change 
which occurs i n the i n d u s t r y . 
\ 
Summary and Conclusion 
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SUMMARY AND CONCLUSION 
Before looking more c l o s e l y at the i m p l i c a t i o n s of the research 
f i n d i n g s , a b r i e f o u t l i n e of the foregoing chapters w i l l be h e l p f u l . 
Chapter One reviewed the research which has been c a r r i e d out i n the three 
i n t e r r e l a t e d areas of d i f f u s i o n : p r o d u c t i o n , l i n k i n g and consumption. 
The review i n d i c a t e d t h a t as regards 'production', conservative forces 
are exerted on the academic community. F i r s t l y , from w i t h i n the academic 
sphere, pressures may be brought t o bear through the personalised communi-
c a t i o n system; the r e l a t i o n s h i p between c e r t a i n j o u r n a l s and some 
u n i v e r s i t i e s ; the monopoly enjoyed by senior academics. Secondly, pressures 
from government can be exerted i n a number of ways such as through f u n d i n g , 
research p r i o r i t i e s , educational p o l i c i e s , the i n c o r p o r a t i o n o f senior 
academics. T h i r d l y , i n d u s t r y can i n f l u e n c e the product of academics d i r e c t l y 
through funding i n various guises and involvement i n the running o f 
u n i v e r s i t i e s and less d i r e c t l y through the strong lobby i t enjoys ( r e f l e c t e d 
i n demands f o r u n i v e r s i t i e s t o respond t o pleas t o work i n the 'national 
i n t e r e s t ' ) . While the production of knowledge was not i n v e s t i g a t e d i n the 
research, the examination of research i n t h i s area underlines the p o i n t t h a t 
knowledge, ideas or t h e o r i e s presented from the academic sphere are very 
much a mediated product. As a r e s u l t , t h e i r p o t e n t i a l t o o f f e r any r e a l 
challenge t o the e x i s t i n g order i s l i m i t e d . 
The examination o f f a c t o r s i n f l u e n c i n g l i n k i n g suggested a number of 
aspects worthy of f u r t h e r i n v e s t i g a t i o n . The m u l t i p l e r o l e s of l i n k e r s and 
t h e i r corresponding lack of s p e c i a l i s a t i o n ; the r o l e o f , and c o n s t r a i n t s 
imposed by, o r g a n i s a t i o n s ; l i n k e r s ' continued need to reach and appeal t o 
t h e i r audience, i n t u r n a f f e c t i n g what and how t o p i c s are presented; the 
m a r g i n a l i t y of l i n k e r s and the e f f e c t on t h e i r a c t i v i t i e s ; access t o and 
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use of d i f f e r e n t , channels. One aspect which most c r u c i a l l y a f f e c t e d the 
design of the research emerged i n t h i s s e c t i o n : the problems i n v o l v e d i n 
t r y i n g to monitor ' l i n k i n g ' . The d i f f u s i o n o f an idea i s not n e c e s s a r i l y , 
or even o f t e n , i n 'package' form. I t may j u s t as e a s i l y , and perhaps more 
e f f e c t i v e l y , be d i f f u s e d through permeation, making d i f f u s i o n less v i s i b l e 
and harder t o t r a c e (or a t t a c k ) . The l i n k e r s ' distance from, and r e l a t i o n 
t o , the consumer v a r i e s i n t u r n emphasising once more the a r t i f i c i a l i t y of 
the d i s t i n c t i o n . 
A great deal o f research on 'consumption' has taken place and even more 
l i n e s of enquiry were suggested here than i n r e l a t i o n t o l i n k i n g . Thus, 
o 
many important aspects were suggested: the t r a i n i n g , a t t i t u d e s and l o c a t i o n 
i n the o r g a n i s a t i o n of the gatekeeper; the i n f o r m a t i o n flow i n t o o r g a n i s a t i o n s 
the use made of e x t e r n a l i n f o r m a t i o n sources; type and s t r u c t u r e o f company; 
in f o r m a l vs. formal sources of i n f o r m a t i o n ; reasons f o r f i r m s i n n o v a t i n g ; 
the a t t r a c t i v e n e s s o f c e r t a i n ideas; questionable impact of formal i n p u t s 
such as courses; a t t i t u d e s t o academics, e t c . e t c . This chapter concluded 
t h a t none o f the frameworks o f f e r e d were s a t i s f a c t o r y , no cognisance being 
taken of p o l i t i c a l , s o c i a l and economic f a c t o r s . D i f f u s i o n was found t o be 
a s o c i a l process and one from which d i s c r e t e elements could not be abstracted. 
While l i n e s of enquiry had been suggested, the present research remained, 
above a l l , an ex p l o r a t o r y study. 
In Chapter Two, the idea o f AWGs was examined and discussed. O r i g i n a l l y 
presented by i n d u s t r i a l s o c i o l o g i s t s , the ideas behind AWGs came from working 
p r a c t i c e s i n coal-mining i n North East England. An analysis of the compo-
nents o f the AWG idea showed t h a t b e n e f i t s from the idea were weighted i n 
favour o f management. Thus management could enjoy greater f l e x i b i l i t y i n , 
and less e a s i l y d i s r u p t e d , p r o d u c t i o n . I t could e l i m i n a t e one l e v e l o f 
management, more e a s i l y cope w i t h absenteeism and encounter a less antagon-
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i s t i c workforce. The workforce on the other hand gained no great e r c o n t r o l , 
the r e l a t i o n s h i p between management and workers remaining fundamentally 
unchanged. However, i n s o f a r as autonomy may become a f a c t o r of relevance 
i n the bargaining of the workforce, then the n o t i o n of AWGs could be 
p o t e n t i a l l y r a d i c a l . For any implementation of AWGs to have c o n v i c t i o n , 
at a minimum, the foreman's r o l e must be changed a l l o w i n g a great e r measure 
of autonomy t o the workforce,. The analysis o f AWGs may not be c e n t r a l , i t 
being possible t h a t the general n o t i o n o f AWGs may be d i f f u s e d r a t h e r than 
the nuts and b o l t s . 
References to p u b l i c a t i o n s i n some way concerned w i t h AWGs were c o l l e c t e d 
and discussed i n Chapter Three. A sample o f these references was analysed. 
A predominance o f magazine/journal a r t i c l e s was found w i t h academic authors 
being i n g r e a t e s t evidence. From the sample i t emerged t h a t the p o s i t i v e 
aspects of the experiments were stressed, the unsuccessful went unreported. 
A lack of i n f o r m a t i o n on the d u r a t i o n , extent and content of changes was 
evident w h i l e a few companies were prominant. S i m i l a r l y , a handful o f 
people were prominent i n presenting the idea, as were two o r g a n i s a t i o n s , the 
IPM and BIM. 
The missionary p r e s e n t a t i o n , lack o f concrete i n f o r m a t i o n and the 
tendency f o r the p u b l i c a t i o n s to be u n c r i t i c a l were f i n d i n g s i n broad 
agreement w i t h three e a r l i e r studies i n r e l a t e d areas. The d e - r a d i c a l i s a t i o n 
of the concept of AWGs was borne out by the aspect most mentioned by 
respondents i n the brewing i n d u s t r y : t h a t of the whole task. Chapter 
Three was concluded by n o t i n g t h a t i t i s not s u r p r i s i n g t h a t managers 
abs t r a c t techniques r a t h e r than changes i n philosophy from the s o c i a l 
sciences. 
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In Chapter Four, an examination was made of over 100 i n f o r m a t i o n 
p r o v i d i n g bodies. A s u b s t a n t i a l p r o p o r t i o n o f these had, or knew where 
to o b t a i n , i n f o r m a t i o n on i n d u s t r i a l sociology and AWGs. However, 
organisations c a t e r i n g s o l e l y f o r the brewing i n d u s t r y had no output on 
i n d u s t r i a l sociology or AWGs. As sources of i n f o r m a t i o n f o r these 
o r g a n i s a t i o n s , the ITBs had l i t t l e impact w h i l e t h a t o f the WRU was gr e a t e r . 
The tendency f o r i n d u s t r i a l sociology t o be incor p o r a t e d i n t o courses 
makes i t s d i f f u s i o n less easy t o tr a c e than t h a t of AWGs which i s more 
v i s i b l y presented i n p u b l i c a t i o n s . The i n f o r m a t i o n on i n d u s t r i a l sociology 
and AWGs given by these organisations v a r i e d i n amount and l e v e l . S i m i l a r l y , 
the ways i n which the organisations provided t h e i r i n f o r m a t i o n g i v i n g 
services v a r i e d , but o f the ten organisations looked at i n great e r d e t a i l , 
three were found t o use 'networks'. I t emerged t h a t a t r a n s l a t i o n from 
i n d u s t r i a l sociology t o behavioural science was made here. As t o opinions 
about AWGs, these v a r i e d from boredom t o enthusiasm. An important f i n d i n g 
was the importance o f networks and int e r c o n n e c t i o n s between organisations 
and a method of working i n which personal i n f l u e n c e could be accommodated. 
ITBs were the subject under s c r u t i n y i n Chapter Five. Found, not 
s u r p r i s i n g l y , to r e f l e c t t h e i r i n d u s t r y , the impact of ITBs depends on t h e i r 
e x p e r t i s e and success i n communication. Again, personal contacts emerged 
as c r u c i a l and i t was i n d i v i d u a l s r a t h e r than the ITBs who were important 
both as i n f o r m a t i o n sources and i n pursuing t o p i c s such as AWGs. Most 
ITBs made some use o f i n d u s t r i a l sociology and a good p r o p o r t i o n had been 
involved i n an implementation of AWGs. The terms behavioural science and 
i n d u s t r i a l sociology were used interchangeably. As also noted i n Chapter 
Four, opinions as t o the p o p u l a r i t y of AWGs v a r i e d , there appearing t o be 
some c o n t i n u i n g i n t e r e s t . While the ITBs undoubtedly made some impact, i t 
was suggested t h a t t h i s i s n e g a t i v e l y a f f e c t e d by the government base. 
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The range of contacts which ITB personnel had w i t h educational i n s t i t u t i o n s 
r e f l e c t s the ITBs' ambiguous p o s i t i o n between i n d u s t r y and government. The 
stress on the need f o r i n d u s t r i a l experience was accompanied by some antag-
onism t o the t h e o r e t i c a l and t o academics, hence the i n c o r p o r a t i o n and 
disguised presence of i n d u s t r i a l sociology i n t h e i r a c t i v i t i e s . 
Chapter Six looked at l i n k e r s , mainly j o u r n a l i s t s and consultants. 
A large p a r t o f t h e i r various a c t i v i t i e s r e l a t e d t o p u b l i c a t i o n s . The t o p i c 
range i n p u b l i c a t i o n s was l i m i t e d by the i n f l u e n c e o f other p u b l i c a t i o n s , 
j o u r n a l i s t s ' movement w i t h i n the various media conveying norms, etc . and by 
the p r e d e l i c t i o n s of e d i t o r s and audience being respected by w r i t e r s . 
Consultants do not play a large r o l e i n d i f f u s i o n and they are not 
o f t e n innovatory or associated w i t h changes i n work organisation. The 
impact of the Tavistock, WRU and ITBs i s mixed. While the f i r s t mainly 
reaches Targe companies, the WRU lacks impact and the r o l e of ITBs i n 
d i f f u s i o n i s not l a r g e . A group of 7 'senior f e l l o w s ' were important f o r 
the d i f f u s i o n o f AWGs: i n d i v i d u a l s r a t h e r than o r g a n i s a t i o n s . These 
i n d i v i d u a l s had, however, close contact w i t h the Tavistock and WRU. Personal 
contact - o f t e n through networks - emerged as c r u c i a l i n l i n k i n g a c t i v i t i e s . 
As i n organisations and ITBs, the need f o r p r a c t i c a l experience was stressed 
and t h e o r e t i c a l knowledge not h i g h l y r a t e d . Once more the t r a n s i t i o n was 
made from s o c i a l t o behavioural science, i n which there was only l i m i t e d 
i n t e r e s t . Opinions of management i n the U.K. were low. I t was large 
companies which were thought t o be most r e c e p t i v e t o the s o c i a l sciences. 
Although not i t s e l f enjoying much p o p u l a r i t y at the moment, the AWG idea 
was f e l t to exert an i n f l u e n c e on c u r r e n t l y popular ideas. 
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Interviews conducted w i t h i n the brewing i n d u s t r y were the subject o f 
Chapter Seven. A number of aspects r e l a t i n g t o the d i f f u s i o n of s o c i a l 
science w i t h i n the i n d u s t r y were examined. HQs r a t h e r than OCs act as 
gatekeepers t o s o c i a l science. Social science does not seem to enter 
organisations through graduates. The impact o f management education (and 
any s o c i a l science i n p u t i t contains) was not apparently great although i t s 
importance may have been underplayed. Under h a l f the respondents were IPM 
members. A number of respondents had experience i n large i n n o v a t i v e companies 
Larger companies enjoyed a number of advantages over smaller companies i n 
a v a r i e t y of ways: number and range of o r g a n i s a t i o n a l a f f i l i a t i o n s ; amount 
of management education; time spent reading by managers; i n f o r m a t i o n c i r c u -
l a t i o n w i t h i n companies; contacts w i t h academics. The ' c o l l e c t i o n ' o f 
professors was discovered despite g e n e r a l l y negative a t t i t u d e s t o academics. 
The IS, IPM and BIM appeared t o be the most important i n f o r m a t i o n g i v i n g 
organisations. Management consultants were not h i g h l y r a t e d although a few 
had been involved i n changes which could have included a s o c i a l / b e h a v i o u r a l 
science component. Two h i g h l y informed groups of consultants were used i n 
two London HQs. 
Personal contact was again discovered t o be important. I n the o f t e n -
s t a t e d very t r a d i t i o n a l i n d u s t r y , i n t e r - f i r m contact i s high yet despite 
claimed f r i e n d l i n e s s , comments r e l a t i n g t o competition were frequent. Despite 
the contact, t o p i c s such as AWGs are not much discussed, although they may 
be i n top l e v e l contacts, e.g. the Think Tank. Social science resource 
persons tend t o be i n personnel but l i t t l e s o c i a l science i n p u t was found. 
Formal contact w i t h s o c i a l science led t o a n t i p a t h y t o the subject amongst 
some respondents while 'informed amateurs' were most e n t h u s i a s t i c . P o s i t i v e 
a t t i t u d e s to s o c i a l science were r e l a t e d t o size o f company as was the 
st r e n g t h of a s s o c i a t i o n made between s o c i a l / b e h a v i o u r a l science and innov a t i o n 
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Despite permeation of s o c i a l science f i n d i n g s , few r e l a t e d changes i n 
work o r g a n i s a t i o n were discovered. Again, behavioural science and s o c i a l 
science were used synonymously. 
Despite enthusiasm f o r AWGs, few such changes had been t r i e d , or were 
known about w i t h i n the i n d u s t r y . I t was suggested t h a t ' t e c h n i c a l ' r a t h e r 
than ' s o c i a l ' matters are discussed i n i n t e r - f i r m contact. L i t t l e time was 
spent on reading yet i t was by reading t h a t managers kept themselves up-to-
date. Changes w i t h i n organisations appeared t o focus on managers r a t h e r 
than the shop-floor workers and there was evidence of 'fads' i n such schemes 
The d i f f u s i o n and p o p u l a r i s a t i o n o f ideas i s an area o f study which 
has received scant a t t e n t i o n from i n d u s t r i a l s o c i o l o g i s t s . For t h i s reason 
the present research, although e x p l o r a t o r y , has t o make stronger assertions 
than warranted, perhaps, by the number o f respondents. This i s hard t o 
avoid i n the absence of other data. Assumptions as t o the p o t e n t i a l 
'usefulness' of i n d u s t r i a l sociology are i m p l i c i t i n many a c t i v i t i e s . The 
i n c l u s i o n of sociology i n management and other courses, and pleas t o trade 
u n i o n i s t s t o address themselves t o research f i n d i n g s on the o r g a n i s a t i o n of 
work i l l u s t r a t e s these assumptions. Obviously, the assumptions were w e l l 
worth i n v e s t i g a t i o n . 
Most c l e a r l y , the extent of the interdependency and i n t e r c o n n e c t i o n s o f 
the process of d i f f u s i o n have been shown i n the present research. S i m i l a r l y 
d i f f u s i o n i s much more complex than any one-way flow c o n c e p t u a l i s a t i o n 
suggests. There i s no s t r a i g h t f o r w a r d 'progression' of an idea, r a t h e r i t 
i s a c o n t i n u a l l y changing e n t i t y i n f l u e n c e d by a m u l t i t u d e of f a c t o r s . I t 
has become apparent t h a t no one p a r t o f the process can be studied s a t i s f a c t 
o r i l y i n i s o l a t i o n . The separation i s too a r t i f i c i a l and causes too much 
- 425 -
inf o r m a t i o n t o be l o s t . The m u l t i p l e r o l e s and v a r i e d a c t i v i t i e s o f many 
p a r t i c i p a n t s underlines t h i s p o i n t . I t i s an aspect, however, which creates 
problems f o r research. The need t o examine the continuous chain of d i f f u s i o n 
means t h a t many disparate areas have t o be i n v e s t i g a t e d . The wide focus 
makes in-depth research d i f f i c u l t w i t h i n the l i m i t e d resources and time o f 
a Ph.D. research format. Nevertheless, t h i s e x p l o r a t o r y study has helped 
c l e a r the ground f o r f u r t h e r research. I t p o i n t s , f o r instance, t o the 
need f o r comparative work i n other i n d u s t r i e s ; t o closer analysis o f organ-
i s a t i o n s and i n d i v i d u a l s who inform managers; and t o a systematic i n v e s t i g a t e 
of networks w i t h i n the i n d u s t r i a l sphere. 
Complicating any i n v e s t i g a t i o n s of d i f f u s i o n i s the f i n d i n g t h a t 
i n d u s t r i a l sociology and AWGs have been d i f f u s e d d i f f e r e n t l y . I n d u s t r i a l 
sociology has been incorporated i n t o courses w h i l e AWGs have received more 
a t t e n t i o n i n p u b l i c a t i o n s . The less v i s i b l e a t t e n t i o n given t o i n d u s t r i a l 
sociology means t h a t i t s impact i s easy t o underestimate. Obviously, 
i n d u s t r i a l sociology does have an impact: i t i s incorporated i n t o the 
a c t i v i t i e s o f many l i n k i n g organisations and i n d i v i d u a l s . Yet t h a t i n c o r -
p o r a t i o n means t h a t consumers are not ne c e s s a r i l y aware of i t s presence. 
I n d u s t r i a l sociology i s not a phrase which t r i p s o f f the tongue o f most 
managers, the term used by them was behavioural science. I t was repeatedly 
found t h a t i t was l i n k e r s who confused or at lea s t interchangeably used the 
terms. (This confusion of terms compounds the d i f f i c u l t i e s i n t r a c i n g 
d i f f u s i o n j . The disguised presence of i n d u s t r i a l sociology means i t w i l l 
meet w i t h less i n i t i a l r esistance and i t s p o t e n t i a l impact i s correspondingly 
increased. Given t h a t the word 'sociology' does not always draw a p o s i t i v e 
response from managers, the confusion of terms could mean t h a t t o p i c s w i t h i n 
the scope of i n d u s t r i a l sociology are more e a s i l y presented t o managers. Yet 
i t i s not obvious why no c l e a r d i s t i n c t i o n between i n d u s t r i a l sociology and 
behavioural science i s made by many l i n k e r s . Could i t be t h a t , from t h e i r 
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perspective at l e a s t , the d i f f e r e n c e s are minimal? The o r i g i n s o f research 
which focusses on aspects of i n d u s t r y may be i r r e l e v a n t f o r l i n k e r s . I t i s , 
however, l i n k e r s r a t h e r than managers who pick up the output o f i n d u s t r i a l 
s o c i o l o g i s t s . I t i s l i n k e r s who confuse the terms u n d e r l i n i n g by extension 
the r o l e they play i n d i f f u s i o n . 
I t appears t h a t a formal i n p u t of s o c i a l science i s d y s f u n c t i o n a l i n 
engendering p o s i t i v e a t t i t u d e s t o the sub j e c t . The i m p l i c a t i o n s o f t h i s f o r 
the f u t u r e of sociology departments and those teaching sociology are obvious. 
The ideas of s o c i a l science seem t o be r e s i s t e d . But w h i l e there was no 
great evidence o f AWGs being applied i n i n d u s t r y , there was nevertheless a 
s u b s t a n t i a l amount of enthusiasm expressed f o r the idea. The d i f f e r e n c e 
may be accounted f o r by the amount of challenge which they present t o the 
audience. To adopt the perspectives o f i n d u s t r i a l sociology may r e q u i r e a 
s u b s t a n t i a l change i n management a t t i t u d e s whereas AWGs may present no such 
challenge. Of course, the negative associations commonly made w i t h the words 
'soci a l science' and even more w i t h 'sociology', are not l i k e l y t o provide 
a sympathetic audience. However, the c o n t r a d i c t i o n between managers' scorn 
o f sociology and the p l a u s i b i l i t y of a 'Servants o f Power' argument i s not 
as great as i t appears. I n d u s t r i a l sociology does reach managers, i t i_s 
included i n courses, e t c . and incorporated i n t o the a c t i v i t i e s of many l i n k e r s . 
That i n d u s t r i a l sociology i n p u t , however, i s disguised both consciously and 
unconsciously by l i n k e r s . Linkers' perceptions o f t h e i r audiences i s r e l a t e d 
to t h a t d i s g uise. Thus managers receive but remain unaware o f the re c e p t i o n 
of some sociology. However, the conscious use of sociology or s o c i a l 
science by managers i s l i m i t e d , being r e s t r i c t e d t o l a r g e , U.S. or technolog-
i c a l l y advanced companies. The importance of ' f l i r t i n g ' w i t h academics must 
not be exaggerated. Such contacts may not be made w i t h the u l t e r i o r motive 
of 'use* but w i t h the u l t e r i o r motive o f p r e s t i g e by a s s o c i a t i o n . 
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The p r e s e n t a t i o n o f AWGs has tended not t o r e f l e c t t h e i r r a d i c a l 
p o t e n t i a l . Instead the AWG idea has been d e r a d i c a l i s e d i n the way i t i s 
presented i n p u b l i c a t i o n s and i n the way i t i s perceived by managers i n 
the brewing i n d u s t r y . I t i s the aspect most u s e f u l t o management - t h a t o f 
a whole task, o f doing a job from s t a r t t o f i n i s h - which the managers 
stressed. I t i s the aspect which could overcome two o f management's most 
pressing problems: demarcation l i n e s and a f l e x i b l e workforce. Despite 
the favourable and p r o l i f i c p r e s e n t a t i o n o f an idea which could (apparently) 
help management achieve i t s goals, t h a t idea has not been taken up i n p r a c t i c e 
t o any great e x t e n t . Why not? The way i n which AWGs has been r e p o r t e d : 
u n c r i t i c a l l y , w i t h a lack of d e t a i l or a t t e n t i o n t o the r e a l i t i e s o f 
i n d u s t r i a l l i f e must help account f o r the lack o f a p p l i c a t i o n s . I t may be 
asked t o what extent the idea was presented as usable or merely a n o v e l t y , 
an o d d i t y , which was divorced from the ' r e a l ' problems o f i n d u s t r i a l o p e r a t i o n s . 
The concept o f AWGs was not always ' d e r a d i c a l i s e d ' i n the p u b l i c a t i o n s yet 
managers' s i m p l i f i e d notions about the idea suggests t h a t other sources o f 
inf o r m a t i o n such as courses and seminars have also d e r a d i c a l i s e d the AWG 
con c e p t ? ^ Though not widely used, the idea o f AWGs i s w e l l known. While 
the l e v e l of knowledge r e f l e c t s the n o t i o n r a t h e r than the nuts and b o l t s 
o f the idea, t h a t does not render i t u n i n f l u e n t i a l . Indeed, i n Chapter 
Three, i t was concluded t h a t a con t i n u i n g i n t e r e s t was evident from the 
p u b l i c a t i o n s i n r e v e r s i n g the t r e n d of the fragmentation of tasks. Whilst 
the idea of AWGs may have waned i n p o p u l a r i t y , t h i s s u r v i v i n g concern 
i l l u s t r a t e s one o f the ways i n which the ideas continues t o exert i n f l u e n c e . 
Although the changes i n work o r g a n i s a t i o n which had been t r i e d i n the 
brewing i n d u s t r y r e f l e c t e d a Human Relations approach as much as AWG ideas, 
as noted e a r l i e r , the perspective which informs both may not be d i s s i m i l a r . 
Once again, the d i f f i c u l t i e s i n d i s e n t a n g l i n g various ideas are apparent. 
The p r e s e n t a t i o n o f AWGs re q u i r e d no s u b s t a n t i a l a l t e r a t i o n t o the received 
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ideas of managers - the view of the worker which predominates i n the 
pu b l i c a t i o n s i s a l i m i t e d one. Despite the r a d i c a l elements being played 
down, the pre s e n t a t i o n of AWGs as one more idea f o r improving work adds 
weight through a t t e n t i o n alone t o the need t o consider such aspects. 
S i m i l a r l y , to the extent t h a t one or two components of any idea are new 
(or presented i n a novel way), then they can help the acceptance of f u t u r e 
ideas. Despite the lack of a p p l i c a t i o n s the great a t t e n t i o n paid t o AWGs 
w i l l i n t u r n help set the scene f o r , and f o s t e r the acceptance o f , other 
ideas, i n the same way, a t t e n t i o n paid t o the Human Relations movement helped 
b r i n g about a climate of opinion which would render the managerial audience 
more rec e p t i v e t o the n o t i o n o f AWGs: "even when an idea dies i n a p a r t i c u l a r 
form, i t may continue t o i n f l u e n c e succeeding ideas." (Schon, 1971, p.138). 
Thus, again i t might be possible w i t h h i n d s i g h t t o p o i n t t o the i n f l u e n c e , 
and hence use, o f s p e c i f i c ideas but i t i s an i n f l u e n c e which i t seems 
impossible t o p r e d i c t . 
One possible reason f o r the lack o f take-up of the idea o f AWGs i n 
brewing i s t h a t the idea runs counter t o one which has been wi d e l y accepted 
i n the i n d u s t r y - Ac t i o n Centred Leadership. Concentrating on the leader-
ship f u n c t i o n - i n c l u d i n g t h a t of supervisor - the adoption of ACL programmes 
may render l o g i c a l l y impossible the adoption o f an idea which seeks t o erode 
the supervisory r o l e . Thus commitment t o one idea may e f f e c t i v e l y prevent 
c o n s i d e r a t i o n of another. This, of course, begs the question as t o why ACL 
should be used r a t h e r than AWGs i n the brewing i n d u s t r y - a question which 
could e a s i l y , though not neces s a r i l y c o r r e c t l y , be answered by p o i n t i n g t o 
the t r a d i t i o n a l nature of the i n d u s t r y . For instance, 'novelty' may not be 
such an a t t r a c t i v e f e a t u r e t o managers. The l i m i t e d sympathy t o , and use o f , 
the s o c i a l sciences may surely r e f l e c t the a s s o c i a t i o n they made between 
s o c i a l / b e h a v i o u r a l science and in n o v a t i o n . 
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On the other hand, despite the enthusiasm f o r the AWG idea, the lack 
of consideration of i t s a p p l i c a t i o n i n the brewing i n d u s t r y may not only 
r e f l e c t the pr e s e n t a t i o n i t has received. I t may r e f l e c t a fear of such 
ideas because t h e i ^ outcome i s less p r e d i c t a b l e . There i s obviously a 
wish t o t r y new ideas i n the brewing i n d u s t r y , hence the prevalence of 
various packages. But the use of such packages w i t h t h e i r focus on i n d i v i -
duals i s u n l i k e l y t o threaten the or g a n i s a t i o n or present a challenge t o 
i t s s t r u c t u r e . The open-ended and ambiguous p o t e n t i a l of ideas which emanate 
from the s o c i a l sciences may w e l l be an impressive reason f o r t h e i r non-
adoption . 
Opinions of the s o c i a l sciences and sociology are not o v e r l y h i g h . 
This explains f i r s t l y why s o c i a l science inputs i n t o courses, e t c . are 
disguised, and secondly, why the t r a n s l a t i o n from ' s o c i a l ' t o 'behavioural' 
science [ w i t h i t s more p o s i t i v e connotations) i s so f r e q u e n t l y made. Why 
opinions of the s o c i a l sciences are not high i s unclear. C e r t a i n l y a formal 
i n p u t of s o c i a l science does not engender a t t i t u d e s favourable t o i t , and 
the animosity of economists t o sociology i s apparent. The common associations 
made w i t h sociology and the s o c i a l sciences account f o r much of t h a t animosity. 
There may, however, be a discrepancy between what managers say about s o c i a l 
science and the i n f l u e n c e i t has on t h e i r a t t i t u d e s and p r a c t i c e s . Social 
aspects of work o r g a n i s a t i o n have received a s u r p r i s i n g amount of a t t e n t i o n 
i n brewing, suggesting t h a t i n d u s t r i a l sociology and the s o c i a l sciences have 
had some impact. This r e l a t i o n s h i p i s by no means proven and makes p r e d i c t i o n s 
as t o the p o t e n t i a l impact of i n d u s t r i a l sociology most u n c e r t a i n . I f 
techniques such as AWGs can be abstracted from i n d u s t r i a l sociology, then i t 
i s l i k e l y t o be picked up (though not n e c e s s a r i l y used). The a s s o c i a t i o n 
made between s o c i a l / b e h a v i o u r a l science and in n o v a t i o n may also mean a rosy 
f u t u r e f o r the subjects - p r o v i d i n g , of course, t h a t i n n o v a t i o n as such i s 
seen p o s i t i v e l y . 
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One outstanding f i n d i n g has been the important and c r u c i a l r o l e which 
personal contact plays. I n the a c t i v i t i e s of l i n k e r s , j o u r n a l i s t s , 
c o n s u l t a n t s , the leading f i g u r e s i n the f i e l d o f AWGs, the a c t i v i t i e s of 
those i n i n d u s t r y , the pre-eminence of personal contact and personal know-
ledge emerges. While formal i n f o r m a t i o n i n p u t undoubtedly has a r o l e t o 
p l a y , say, i n a l e r t i n g a t t e n t i o n t o t o p i c s , i t s importance i s overshadowed 
by the i n f o r m a l i n p u t . What i s re l e v a n t i s t a l k i n g t o , meeting, seeing 
and hearing other people. The need i s f o r personal e v a l u a t i o n s . This 
suggests t h a t i n f o r m a t i o n unmediated by some i n t e r - p e r s o n a l i n p u t i s 
u n l i k e l y t o be u s e f u l except as background noise. I n an age where an 
i n f o r m a t i o n explosion i s t a k i n g place, where the r a p i d i n t r o d u c t i o n o f 
computers, word-processors, photo-copiers, e t c . provides an endless barrage 
o f i n f o r m a t i o n , the usefulness of a l l t h i s i n f o r m a t i o n must be suspect. 
I f those i n charge of organisations w i l l not read r e p o r t s yet w i l l spend 
hours discussing them of what r e a l use i n the ever-increasing amount of 
information? Perhaps the i n f o r m a t i o n producing machines and organisations 
merely act as s t a t u s symbols, i n d i c a t i n g some p a r t i c i p a t i o n i n a t e c h n o l o g i -
cally-complex age. The r e a l i t y i s c h a t t i n g t o other people, r e l y i n g on 
face-to-face contact or on personal recommendations. No wonder the 
b u r e a u c r a t i c a l l y - b a s e d organisations such as the Work Research Unit and ITBs 
have so l i t t l e impact. No wonder i t i s i n d i v i d u a l s not the organisations who 
are remembered. Despite a mushrooming of large and faceless o r g a n i s a t i o n s , 
t h e i r formal output i s being bypassed - the personal, the s o c i a l i s , (and 
presumably always has been), dominant. I t i s not the conference speaker 
but the chat afterwards; i t i s not the seminar t o p i c but the lunch; i t i s 
not the course but the f e l l o w students, which matter. 
Nevertheless, the formal meetings, et c . enable the i n f o r m a l t o take 
place. To w r i t e o f f the formal would be a mistake: the t o p i c , the 
o r g a n i s a t i o n , the speaker, the cost, etc. w i l l determine who w i l l a t t e n d , 
the l e v e l and type of i n f o r m a l contact which w i l l occur. The formal arrange 
ment, i n other words, sets the scene f o r the i n f o r m a l , personal contact. 
I n t u r n , t h i s accent on the personal i s r e l a t e d t o the accent on the 
p r a c t i c a l . I t i s not the formal, impersonal and t h e o r e t i c a l t r a i n i n g which 
the respondents f e l t enables a manager t o do h i s job - i t i s experience at 
the sharp end, at the f r o n t l i n e , of the day-to-day problems i n v o l v e d i n 
dealing w i t h r e a l people. I t i s p a r t and p a r c e l o f countering the f a c e l e s s , 
impersonal, i n f o r m a t i o n - g a t h e r i n g , non-caring head o f f i c e men who don't 
understand how things ' r e a l l y are'. I t i s an ethos which gives g r e a t e r 
kudos to p r a c t i c e and less to a b s t r a c t knowledge. I s i s r e f l e c t e d i n the 
reading p r a c t i c e s of managers and ITB advisers. I t i s r e f l e c t e d i n the 
a t t i t u d e s t o the s o c i a l sciences as being ' a l r i g h t i n theory...' And i t i s 
r e f l e c t e d i n the r e i t e r a t i o n of brewing being a f r i e n d l y i n d u s t r y , f l y i n g i n 
the face of the r e a l i t y o f ever-increasing competition. I t i s i n the main-
t a i n i n g of human contact i n an i n c r e a s i n g l y anonymous and b u r e a u c r a t i c world 
And the moves to d e c e n t r a l i s a t i o n i l l u s t r a t e a growing awareness of t h i s 
w i t h i n the i n d u s t r y . 
The importance of the need f o r personal contact has obviously been 
recognised by the organisations which seek t o f o s t e r networks amongst t h e i r 
members, and, by the i n t e n t i o n a l formation o f networks across the l a r g e s t 
U.K. companies. A closer i n v e s t i g a t i o n of networks, t h e i r members and the 
amount of overlap would obviously be rewarding - t h e i r existence i n such a 
v a r i e t y of a c t i v i t i e s i n d i c a t e s t h e i r c e n t r a l i t y . 
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At anothar l e v e l , the large amount of contact between f i r m s o s t e n s i b l y 
i n competition w i t h one another f u r t h e r emphasises the desire f o r personal 
knowledge. Although claims o f c o l l u s i o n would be hard t o s u b s t a n t i a t e , the 
r e a l i t y of such close contact and i n f o r m a t i o n exchange between companies gives 
r i s e t o speculation about the amount and type of competition which e x i s t s i n 
t h i s , and presumably, other i n d u s t r i e s . 
The presence of so many networks, inter-connections and personal 
contacts gives an impression t h a t i n d u s t r y runs i t s e l f on the l i n e s of a 
huge club. I t ' s not what you know, but who you know which i s important. 
T h e o r e t i c a l knowledge i s pre-empted by personal contacts. The 'old school 
t i e ' stereotype of B r i t i s h i n d u s t r y i s not so wide o f the mark, at le a s t 
w i t h regard t o the brewing i n d u s t r y . 
Despite the large amount of r e l i a n c e on personal contact i n the brewing 
i n d u s t r y , the idea o f AWGs i s not much discussed. Whether t h i s i s due t o 
brewing being an e s p e c i a l l y r e a c t i o n a r y i n d u s t r y i s not c l e a r . The need 
f o r comparative studies i s obvious. I t may be t h a t discussions o f ideas 
such as AWGs take place at top l e v e l o n l y , or b i g companies on l y , or amongst 
the new breed o f 'informed amateurs'. These issues must remain unresolved 
i n the absence of f u r t h e r research. While the case study of the brewing 
i n d u s t r y has been most rewarding i n i d e n t i f y i n g many aspects o f importance 
regarding d i f f u s i o n and how the i n d u s t r y i s run, i n f o r m a t i o n i s c l e a r l y 
r e q u i r e d on other i n d u s t r i e s . 
The observer might comment t h a t 'everyone knows' i n d u s t r y i s run l i k e 
a club - the f i n d i n g i s obvious. Yet the i m p l i c a t i o n s o f the f i n d i n g need 
t o be spelled out. I f formal i n f o r m a t i o n input t o managers, whether v i a 
courses, l e c t u r e s , seminars, p u b l i c a t i o n s i s mediated by personal communications, 
the impact of the formal w i l l be reduced. I t means t h a t the p o t e n t i a l o f 
l i n k e r s to change a t t i t u d e s and p r a c t i c e s o f those who run i n d u s t r y i s much 
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reduced unless those personal channels can be used. Attempts t o improve 
management and other p r a c t i c e s i n i n d u s t r y may w e l l f a l l on stony ground. 
I t i s also possible t h a t i n a world where people are primary as mediators 
of i n f o r m a t i o n ; an an t i p a t h y t o impersonal and t e c h n i c a l methods of communi-
c a t i o n may e x i s t . Thus there may be an explanation here f o r h o s t i l i t y t o 
computer based i n f o r m a t i o n systems and t o any other i n f o r m a t i o n - p r o v i d i n g 
systems which give the r e c i p i e n t no personal face-to-face i n p u t w i t h which 
t o evaluate i n f o r m a t i o n . S i m i l a r l y , the high l e v e l of personal contact means 
t h a t the i n f o r m a l i n f o r m a t i o n exchange w i l l not be shared w i t h o u t s i d e r s 
and i s l i k e l y t o disadvantage those who are not so informed. The possible 
a p p l i c a b i l i t y of these comments to other groups such as trade u n i o n i s t s would 
be most rewarding to i n v e s t i g a t e . I t would be i n t e r e s t i n g t o discover the 
reasons why, and the repercussions o f , companies not p a r t i c i p a t i n g i n the 
appropriate networks. Once again, our lack of knowledge as t o how networks 
operate becomes obvious. Are there d i f f e r e n t networks according t o company 
s i z e , l o c a t i o n , product, etc.? What b a r r i e r s t o entry are there? Who i s 
excluded from networks and why? While the term networks has been used here 
as a metaphor there i s no reason why q u a n t i t a t i v e r a t h e r than q u a l i t a t i v e 
measures regarding networks could not be used i n f u t u r e research. 
While there are a v a r i e t y o f r o l e s and services which l i n k e r s can 
perform, i t i s the i n d u s t r y and the con d i t i o n s i t faces which w i l l most 
a f f e c t the l i n k e r s ' a c t i v i t i e s . Nowhere i s t h i s c l e a r e r than i n the case 
of ITBs. With l i t t l e i m agination i t can be seen how the a c t i v i t i e s o f a 
whole range of l i n k e r s w i l l r e f l e c t the economic cond i t i o n s and the demands 
of i n d u s t r y f o r i n f o r m a t i o n . I n f o r m a t i o n and ideas f o r which there i s no 
demand w i l l not achieve much prominence. E d i t o r s , c o n s u l t a n t s , p u b l i s h e r s , 
i n f o r m a t i o n - g i v i n g o r g a n i s a t i o n s , seek t o present marketable commodities. 
And those marketable commodities, those ideas, have i n some way t o appeal 
to the p o t e n t i a l consumers. The p o t e n t i a l consumers are those who service 
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and those who run i n d u s t r y . There i s no need to p o s i t some conspiracy 
whereby the i n f l u e n c e o f i n d u s t r y i s exerted. The needs of i n d u s t r y w i l l y -
n i l l y i nform the whole process of d i f f u s i o n i n which the ideas which w i l l 
e v e n t u a l l y gain p o p u l a r i t y are c a r e f u l l y and repeatedly s i f t e d . The norms 
and a t t i t u d e s of i n d u s t r y are known and appreciated. I t i s not s u r p r i s i n g 
t h e r e f o r e t o re p o r t t h a t an idea such as AWGs, of possible use t o management, 
has been n e a t l y picked over and the p o t e n t i a l l y r a d i c a l aspects removed or 
underplayed. S i m i l a r l y , i t i s only reasonable t h a t those who seek to o b t a i n 
grants, consultancy fees, s a l a r i e s or r o y a l t i e s need to appeal favourably 
t o those who disburse them. "The e s s e n t i a l question i s not how s c i e n t i f i c 
resources are a l l o c a t e d , but r a t h e r who (what class of people) does the 
a l l o c a t i n g and according t o what values." (Ambjornssen § Elzinga, 1971, p.148). 
The values and c r i t e r i a o f those who disburse funds i n a c a p i t a l i s t s o c i e t y 
must be those of c a p i t a l i s m : such as a 'good' r e t u r n on investment, an 
' e f f i c i e n t ' use of resources, usefulness, need 'to pay t h e i r way', e t c . 
Thus the ideas which become prominent and the way they are presented, are 
l i k e l y t o r e f l e c t such considerations. That t h i s i s the case w i t h regard 
t o AWGs has already been shown: i t i s the technique and i t s p o t e n t i a l 
r e t u r n s , not the philosophy, o f AWGs, which has achieved prominence. 
I t ought, however, t o be pointed out t h a t although the l i n k e r reaches 
an i n d u s t r i a l audience, t h a t audience may not be hi s / h e r primary p o i n t of 
reference. For the j o u r n a l i s t i t was h i s peers, h i s colleagues, from whom 
there was co n t i n u a l and immediate feedback, who were important. The feed-
back from the i n d u s t r i a l audience, w h i l e c e n t r a l l y important i n the long-term, 
was sporadic and delayed. While t h i s again points t o the importance of 
personal contact, i t also i l l u s t r a t e s how what i s presented to i n d u s t r y i s 
not ne c e s s a r i l y informed by i n d u s t r y ' s immediate needs. Of course, the 
j o u r n a l i s t l i k e other l i n k e r s , w i l l have some mental image of what h i s 
audience seeks tc be informed about, but the wish t o meet the c r i t e r i a and 
- 435 -
obta i n the approval of colleagues may be an important counter t o t h i s . 
There i s a tens i o n , t h e r e f o r e , as noted e a r l i e r , i n the a c t i v i t i e s o f 
j o u r n a l i s t s which suggests t h a t a hegemonic view o f the world i n which 
ideas are presented i s unr e a l . However, i t i s the a c t i v i t i e s o f many 
l i n k e r s , not j u s t one i n i s o l a t i o n , which are important, and i t seems 
reasonable to suppose t h a t ideas widely taken up are those which are l i k e l y 
to appeal to a wide audience. "A science w r i t e r who comes t o i d e n t i f y 
h i m s e l f w i t h s c i e n t i s t s i n h i s t h i n k i n g and w r i t i n g w i l l soon lose h i s 
n o n - s c i e n t i f i c audience" (Johnson quoted by Kreighbaum, 1968, p.117). 
S i m i l a r l y , a j o u r n a l i s t who ceases t o i d e n t i f y w i t h h i s audience w i l l 
e v e n t u a l l y f i n d himself out of a j o b . 
A question which the research has not been able t o resolve i s what 
determines which ideas w i l l be picked up?. The various groups o f respondents 
suggested a number o f f a c t o r s i n f l u e n c i n g the fashions i n ideas. Perhaps 
most prominent were those which r e l a t e d t o the concerns of i n d u s t r y at any 
given moment: ' i t chimes w i t h the times'. While a good b i t weaker than the 
n o t i o n of a Z e i t g e i s t , there i s an un d e r l y i n g s i m i l a r i t y . Ideas bearing 
some r e l a t i o n t o one another gain a degree of prominence and a coincidence 
of focus occurs. Obviously the a c t i v i t i e s o f many people are involved yet 
i t i s not obvious why t h e i r focus of a t t e n t i o n should be t h a t one, however 
broadly defined, t o p i c . Linkers do pay a t t e n t i o n t o the a c t i v i t i e s o f 
other l i n k e r s but the coincidence o f a t t e n t i o n suggests t h a t n o v e l t y i s not 
the most s a l i e n t aspect about t o p i c s chosen f o r a t t e n t i o n . Rather i t seems 
as though there i s a bandwagon a f f e c t - some leading, most f o l l o w i n g . Yet 
i t i s not easy to discover who does the leading. I t does seem l i k e l y t h a t 
newspapers w i t h the greater pressure exerted on them f o r copy tend t o give 
a t t e n t i o n f i r s t , a t t e n t i o n which i s then picked up by others. Nevertheless, 
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some processes of s e l e c t i o n must occur and the c r i t e r i a used f o r these 
are unclear. What i s seen as a 'coming issue', what i s i n t e r p r e t e d as 
having 'face v a l i d i t y ' or being ' i n t e l l e c t u a l l y a t t r a c t i v e ' seem un p r e d i c t a b l e . -
Some set o f spectacles p e c u l i a r t o the moment i s r e q u i r e d . I t i s only w i t h 
h i n d s i g h t t h a t associations can be traced. While there may be parameters 
w i t h i n which p r e d i c t i o n s can be made, e.g. t h a t i t f i t s i n w i t h the needs of 
a dominant group i n s o c i e t y , these parameters are so broad as t o be o f l i t t l e 
p r a c t i c a l guidance. S i m i l a r l y , w h i l e Ramsay's (1976) n o t i o n o f 'cycles o f 
c o n t r o l ' could help p r e d i c t the type o f ideas which may become prominent, 
these p r e d i c t i o n s would concern general trends r a t h e r than s p e c i f i c notions . 
I t must be concluded somewhat weakly here t h a t no meaningful p r e d i c t i o n s 
regarding s p e c i f i c ideas can be made. This i s d i s a p p o i n t i n g because i t i s 
t h i s aspect and i t s i l l u m i n a t i o n which would help c l a r i f y which p a r t s of 
i n d u s t r i a l sociology are l i k e l y t o bepicked up as acceptable and correspondingly, 
who i s presenting such ideas, where and how - thus many issues surrounding 
the Servants of Power debate could be resolved, or at le a s t made c l e a r e r . 
I t i s worth n o t i n g t h a t those who are most prominent i n the f i e l d have 
not n e c e s s a r i l y been the e a r l y f i e l d leaders or the popularises of AWGs. 
Indeed the 7 'old s t a r s ' and the prominent authors may have found themselves 
a niche, a s p e c i a l i t y w i t h which they can be associated and maintain a 
dominant p o s i t i o n , once xhe idea has received an i n i t i a l l y favourable 
r e c e p t i o n . They may, i n f a c t , be p a r t o f the 'bandwagon'. How and why 
'experts' - s e l f - a p p o i n t e d or not - emerge and may come t o dominate a f i e l d 
i s open t o question. That they may exclude newcomers or at le a s t distance 
themselves from hopeful a s p i r a n t s was borne out by the lack o f contact between 
the two (see Chapter S i x ) . But the dominance of a group of 'old s t a r s ' does 
ensure t h a t replacement of t h e i r theory, and t h e i r p erspective i s less 
e a s i l y achieved - pos s i b l y bearing some resemblance t o Kuhn's n o t i o n o f 
paradigm change. I t i s not c l e a r why one popular idea loses ground t o 
another. I t may be t h a t the t o p i c loses, and i s seen t o be l o s i n g , i t s 
'newness' - not u n l i k e l y given the s a t u r a t i o n coverage which a t o p i c l i k e 
AWGs has received. Possibly, replacement ideas come to the f o r e due t o 
ex t e r n a l f a c t o r s such as economic c l i m a t e , changes i n government, impending 
l e g i s l a t i o n , etc. and can then be seen as responding to a ' f e l t need'. 
Once again, only suggestions can be made, p r e d i c t i o n s would r e q u i r e a great 
deal more research to be conducted. 
The presence of 'informed amateurs' may be i n d i c a t i v e of a new s t r a t e g y 
i n the operation of companies, using the s o f t l y - s o f t l y approach, r e l y i n g 
on inputs from 'behavioural science' whether psychological or s o c i o l o g i c a l 
i n content, t o c o n t r o l and help maximimise e f f o r t o f t h e i r workforce. 
These 'enlightened' men are the managers who a c t i v e l y seek t o use the 
knowledge/ideas/ t h e o r i e s from behavioural and s o c i a l science. They are 
i n the m i n o r i t y i n the brewing i n d u s t r y . Their i n t e r e s t i n , and p o t e n t i a l 
use o f , behavioural and s o c i a l science suggests a rosy f u t u r e f o r academics 
who research i n t o the areas o f i n t e r e s t to i n d u s t r y . I f a subject area such 
as i n d u s t r i a l sociology comes t o be recognised as p o t e n t i a l l y u s e f u l , i t s 
f u t u r e w i l l be assured. However, i t i s those i n the business school, not 
sociology, departments of u n i v e r s i t i e s who seek, and w i l l b e n e f i t from, t h i s 
i n t e r e s t . The academic who does not court the a t t e n t i o n of l i n k e r s and/or 
managers w i l l not b e n e f i t from t h i s i n t e r e s t and i n these days of s h r i n k i n g 
sociology t h a t unwillingness to court the i n d u s t r i a l sector and i t s servants 
may sound the k n e l l f o r academics. Dying w i t h t h e i r hands u n s u l l i e d ! ( t h a t 
i s , except f o r t h e i r research funds, r o y a l t y cheques ....) 
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Thus, the r o l e o f academics remain ambiguous. There do not seem to be 
a large number who seek t o appeal t o and a t t r a c t an i n d u s t r i a l audience. 
Yet, by t h e i r very a c t i v i t i e s , academics do reach an i n d u s t r i a l audience. 
Although t r a d i t i o n a l l y , academics have been sa i d t o ho l d i n d u s t r y and 
commerce i n d i s d a i n , the ease w i t h which the respondents f e l t academics 
are courted and 'collected' i s i n t r i g u i n g . There are obviously some -
l i n k e r s f o r the most p a r t - w i t h whom contact i s acceptable: the I n d u s t r i a l 
T r a i n i n g Boards, researchers i n the f i e l d who may or may not operate from an 
i n d u s t r i a l base; the Work Research U n i t , the Tavistock. Although t h i s i s 
secondhand contact w i t h i n d u s t r y , academics i n such contact must be aware o f 
t h e i r secondhand c o n t r i b u t i o n s t o i n d u s t r i a l and commercial o r g a n i s a t i o n s . 
Perhaps i t i s because the contact i s not at f i r s t - h a n d , i t i s not at a 
personal l e v e l , i t s importance and the academic's c o n t r i b u t i o n t o the 
a f f a i r s and concerns of i n d u s t r y can be discounted. A more d e t a i l e d i n v e s t i -
g a t i o n of academics a t t i t u d e s t o and contacts w i t h , i n d u s t r y and commerce 
would be w e l l worth making. I t has been seen however t h a t the 'service' of 
i n d u s t r i a l s o c i o l o g i s t s i s l i m i t e d . I t i s u n l i k e l y t h a t strenuous e f f o r t s 
are made t o reach a s p e c i f i c a l l y i n d u s t r i a l audience d i r e c t l y . Nevertheless, 
use i s made o f t h e i r work, even i f i t j u s t adds t o the background noise. 
Which a l l goes to show t h a t academics l i k e lesser mortals l i v e i n the same 
c a p i t a l i s t w o r l d as l i n k e r s , managers, e t c . 
Loren B a r i t z gave only a s i m p l i s t i c f o r m u l a t i o n of the issues surrounding 
the use and usefulness of the s o c i a l sciences. As we have seen i n r e l a t i o n 
to i n d u s t r i a l sociology 'use' i s n e i t h e r n e c e s s a r i l y d i r e c t not t r a c e a b l e , 
i t cannot be p r e d i c t e d and may be unplanned. The process by which ideas are 
developed and popularised i s convoluted and m u l t i - f a c e t e d . There are no 
v i l l a i n s - academics or others. The d i f f u s i o n and p o p u l a r i s a t i o n o f an idea 
such as AWGs occurs as the r e s u l t of the a c t i v i t i e s o f many people seeking 
to reach d i f f e r e n t goals but who, only w i t h h i n d s i g h t , can be seen t o have 
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fed i n t o and r e i n f o r c e d the a c t i v i t i e s o f others. The way i n which i n d u s t r i a l 
sociology was found t o permeate means t h a t any claims as t o use are dubious 
and so vague as to be almost meaningless. S i m i l a r l y , subjects such as 
i n d u s t r i a l sociology are not d i s c r e t e - they i n f l u e n c e and are i n f l u e n c e d by 
a host of others. How such t o p i c s are used, and the extent t o which they 
are used are also imponderables, dependent on s p e c i f i c instances. To make 
any great claims of use, as B a r i t z has done regarding i n d u s t r i a l s o c i a l 
science i s to ignore the complexities of the process. Nevertheless, the 
questions which B a r i t z o u t l i n e d , r a i s e i n t e r e s t i n g issues r e l a t i n g t o the 
d i f f u s i o n and p o p u l a r i s a t i o n o f ideas. 
Many i n sociology departments would l i k e t o reach a wider audience and 
to show the relevance of t h e i r work t o the problems f a c i n g s o c i e t y . T h e i r 
funds, a f t e r a l l , come from the p u b l i c purse. Marxists might p r e f e r t o b i t e 
the hand t h a t feeds them^cocking a snook at the Establishment which supports 
them. This issue cannot be resolved w i t h o u t recourse t o personal and p o l i t i c a l 
b e l i e f s . My own view, which I have t r i e d not t o over-impose on the research, 
i s t h a t s o c i o l o g i s t s should not f u n c t i o n t o increase the i n e q u i t a b l e d i s t r i -
b u t i o n of knowledge. But s o c i o l o g i s t s p r a c t i c e i n an i n e q u i t a b l e w o r l d . 
Whatever 'knowledge' they produce i s l i k e l y t o r e i n f o r c e t h i s world unless 
more d e t a i l e d knowledge and understanding i s gained about those who exercise 
power i n i t . 
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See, f o r example, Nicolaus, 1972, 
See, f o r example, Brown, 1967, p.37. 
See, f o r example, P i a t t , 1976B, p.57. 
See, f o r example, the work o f S t a n s f i e l d , 1967, who d i s t i n g u i s h e s 
between 'package' a p p l i c a t i o n s and 'permeation' of research f i n d i n g s 
the l a t t e r being perhaps more i n f l u e n t i a l i n the long-term. These 
concepts w i l l be examined i n greater d e t a i l l a t e r . 
See also Deutsch, 1971, p.569. 
See, f o r instance, Dahrendorf, 1973, 1975; Douglas, 1970; Gouldner, 
1970, 1975; Popper, 1974; S t e i n and V i d i c h , 1963; Horowitz, 1968; 
M i l l s , 1946, 1949; Nicolaus, 1969, 1972; Deutsch, 1971; Bramson, 
1970; Becker and Horowitz, 1972; Merton and Lerner, 1951; Lynd, 1967; 
Harvey, 1972, and many many more. 
See, f o / instance, Atkinson, 1972; Chems, 1970; Rex, 1970; Nicolaus, 
1969; P i a t t , 1976, p.208ff; Crawford and Biderman, 1970; Crawford and 
Perry, 1976; Becker and Horowitz, 1972. 
An important exception t o t h i s i s a t h e s i s , r e c e n t l y completed, by 
G.E. Wi t t i n g s l o w , " D i f f u s i o n of the concept o f I n d u s t r i a l Democracy 
i n B r i t a i n " , 1978. 
A d i s t i n c t i o n made by Rose, 1978, p.5. 
E x t r a p o l a t i o n from mass media studies t o the more s p e c i f i c d i f f u s i o n 
o f i n d u s t r i a l sociology must be done w i t h c a u t i o n . Obviously, many 
processes operate e q u a l l y i n both areas - i n the t o p i c s s e l e c t e d ; 
the seeping down o f owners' preferences, i n the personnel who act as 
l i n k e r s , e t c . However, there are some d i f f e r e n c e s . The producers of 
knowledge are not captives t o the mass media system - they have t h e i r 
own channels o f communication open t o them; u n i v e r s i t y p u b l i s h e r s , 
l e c t u r e s , seminars, e t c . But, as w i l l be seen i n the chapter on 
d i f f u s i o n there are a number o f infl u e n c e s on the academic product 
which m i r r o r the in f l u e n c e s on the product o f the mass media. 
See, Watscn, 1977, p.126 on the personnel p r o f e s s i o n . 
See, Haveloc!;, 1969. 
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13. I t should be noted t h a t although using the word 'production', t h i s 
does not mean t h a t s o c i o l o g i s t s or s o c i a l s c i e n t i s t s produce 
knowledge: r a t h e r t h a t they systematise, analyse and r e f i n e 
knowledge already h e l d i n the s o c i a l world. The term 'production' 
i s merely used t o i n d i c a t e the mediated nature of the output of 
the s o c i o l o g i c a l community. 
14. Perry (1974) found i n 1972-3 t h a t s o c i a l science research funding 
i n the U.K. was d i v i d e d between various bodies as f o l l o w s : u n i v e r s i t y 
departments 36%; p o l y t e c h n i c department 7%, u n i v e r s i t y research 
u n i t s 21%, research c o u n c i l u n i t s and other p u b l i c sector o r g a n i -
sations 3%, independent research organisations 5% c e n t r a l government 
d i v i s i o n 7%, ] o c a l government departments 11%, market research 
agencies 7%, p r o f e s s i o n a l a s s o c i a t i o n s / c h a r i t i e s 3% - p.15. 
15. See A r b l a s t e r , 1974, p.177; Havelock, 1969, p.3-15 
16. See Whitley, 1970A; Ziman, 1968 
17. Whitley, J.970B, p. 174, looked at the o r g a n i s a t i o n of 32 s o c i a l science 
j o u r n a l s i n the U.K. 
18. The case o f Velikovsky recorded by de Grazia (1961), i l l u s t r a t e s 
t h i s aspect. 
19. For a discussion o f t h i s see Havelock, 1969, p.3-15. 
20. I n the arguments t h a t f o l l o w i t may be f e l t t h a t too much weight 
i s placed on the work of A r b l a s t e r , (1974). This weight i s due 
to three reasons: f i r s t l y , there are s u r p r i s i n g l y few p u b l i c a t i o n s 
which deal i n d e t a i l w i t h the a c t i v i t i e s of the academic community. 
This perhaps r e f l e c t s a s i t u a t i o n which P i a t t notes: " I t i s 
i n t e r e s t i n g t h a t some o f the most p o l i t i c a l l y complex s i t u a t i o n s 
/ i n research/ seem t o have ar i s e n f o r those studying aspects o f 
t h e i r own u n i v e r s i t i e s . The d e d i c a t i o n of the i n s t i t u t i o n t o the 
p u r s u i t o f knowledge d i d not extend unequivocally t o knowledge of 
i t s e l f . " (p.45) Secondly, A r b l a s t e r e x p l i c i t l y puts forward and 
extends arguments which are i m p l i c i t i n others work (see, f o r 
instance, P i a t t , (1976A); Barry et a l , 1974) and advances these 
arguments i n r e l a t i o n t o the U.K. r a t h e r than the U.S.A. (as i n 
the work o f C.W. M i l l s , 1963 e t c . and de Grazia, 1961). T h i r d l y , 
because h i s arguments appear sound and informed much o f my 
approach. 
21. See the work o f Cole and Cole, 1967. 
22. See Merton, 1968 
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23. Of course, i t may not do, given i t s r e l a t i v e l y recent a r r i v a l on 
the academic scene. Also, the existence of an I n v i s i b l e College 
may be d i f f i c u l t , i f as Kuhn suggests, sociology i s at a 
pre-paradigmatic stage. However, i t could be argued t h a t the 
'new boy" p o s i t i o n has meant a s t r i v i n g t o become a respected and 
valued member of the academic community by various u n i v e r s i t y 
sociology departments, ensuring an even grea t e r propensity to 
accept the es t a b l i s h e d norms and p r a c t i c e s o f the older academic 
departments. 
24. Cherns and Perry p o i n t out "The r a p i d growth o f the u n i v e r s i t i e s 
i n the 1960s placed them at the f i n a n c i a l mercy of government." 
i n Crawford and Perry, 1976, p.68. 
25. Ambjornsson and Elzinga i l l Dencik 1971 note "The e s s e n t i a l question 
i s not how s c i e n t i f i c resources are a l l o c a t e d , but r a t h e r who (what 
class of people) does the a l l o c a t i n g and according t o what values." 
(p.148)) 
26. For a discussion o f issues surrounding problem-centred research, 
see Bourdieu and Passeron, 1967 and A l l e n , 1963, p.23. 
27. I t i s , perhaps, easy t o overstate the i n c o r p o r a t i o n of academics. 
F i r s t l y , because e l i t e s i n any sphere are seldom u n i t a r y and some 
c o n f l i c t i s t o be expected. Secondly, membership o f an e l i t e at 
one moment i n times does not guarantee c o n t i n u i n g a l l e g i a n c e t o , 
or compliance with, the norms of t h a t e l i t e . S i m i l a r l y , some 
i n d i v i d u a l s may w e l l t r y t o maintain a measure o f independence 
from an e l i t e w i t h which they may be associated. 
28. Also: "Those s c i e n t i s t s who enter i n t o employment which requires 
the secrecy o f t h e i r r e s u l t s have rendered themselves i n t o 
epiphenomena o f the s c i e n t i f i c community. They take but they do 
not r e t u r n anything and thereby they remove themselves from the 
s c i e n t i f i c community." ( S h i l s , 1968, p.473). 
29. The t r a d i t i o n a l shunning of the world o f p r a c t i c a l a f f a i r s by 
academics ignores the r e a l i t y o f d i f f u s i n g i n f o r m a t i o n i n order 
to achieve g r e a t e r academic/secruity or p r e s t i g e . The 'publish 
or p e r i s h ' syndrome ensures t h a t ideas are c o n s t a n t l y being 
presentee i n p u b l i c l y and g e n e r a l l y a v a i l a b l e j o u r n a l s . Once 
published, the academic l i k e any other presenter of ideas, has 
no c o n t r o l over what p a r t s are picked up, what neglected, e t c . 
or who picks i t up. - see Shipman, 1976; K l i e n , 1976. 
30. I t could o f course be argued t h a t academics use jargon i n order 
t o avoid being 'of use' and thus t o shun the r o l e of l i n k e r . 
However, i t i s as l i k e l y t h a t jargon i s created and used i n 
order t o increase the claims of a d i s c i p l i n e t o be a pr o f e s s i o n -
see Johnson, 1972. 
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30A. u n i v e r s i t y * which includes the s c i e n t i f i c community and academic 
departments, research i n s t i t u t e s , business schools, p o l y t e c h n i c s , 
e t c . 
government which includes research centres, government departments 
and m i n i s t r i e s , advisory s e r v i c e s , research councils and government 
i n i t i a t e d independent bodies; 
commercial which includes the mass media, management c o n s u l t a n t s , 
business schools, s o c i o l o g i c a l entrepreneurs, p u b l i s h e r s . 
p r a c t i c e v/hich incldues academic cons u l t a n t s , a p p l i e d s o c i a l 
s c i e n t i s t s , in-house s o c i a l s c i e n t i s t s ; and, 
independent which includes employers a s s o c i a t i o n s , trade 
associations rnd research c o u n c i l s , foundations, government 
i n i t i a t e d independent bodies. 
(* there i s some overlap i n the c a t e g o r i e s ) . 
(Havelock, 1967, F i g . 3-3 p.97) 
31. 90% o f the newspapers i n the U.K. are owned by 8 people -
M i l i b a n d , 1969. 
32. For a discussion of these and other issues r e l a t i n g t o the mass 
media see McQuail, 1969, H a l l o r a n , 1974, Marcuse, 1977. 
33. See Glasgow U n i v e r s i t y Media Group, 1976. 
34. Findings of a s i m i l a r nature have been noted by Havelock, 1969, 
p.6-40; Perrow, 1970, p.83. 
35. For an example of t h i s see Pettigrew's study and discussion o f the 
0 § M o f f i c e r ' s t a c t i c s i n c o n t r o l o f i n f o r m a t i o n i n the 
o r g a n i s a t i o n , 1973, p.233. 
36. On the importance o f personal i n f l u e n c e , see Katz and L a z a r s f e l d , 
1955, and Katz, 1968. 
37. However, i t appears there are few s o c i a l s c i e n t i s t s employed as such 
i n o r g a n i s a t i o n s , and the incidence o f research does not alone t e l l 
much about d i f f u s i o n . 
38. The p e j o r a t i v a term 'laggards' n e a t l y i l l u s t r a t e s the t a k e n - f o r -
granted assumption t h a t i n n o v a t i o n i s good, and i t i s r e j e c t i o n o f 
innovations which requires e x p l a n a t i o n , not adoption. Yet r e s i s -
tance i s easier than adoption. Innovations may r e q u i r e changes 
i n a t t i t u d e s and actions (Katz, 1968), i n s k i l l s and values 
( L i p p i t t , 1965), and even i n b e l i e f systems (Cherns, 1969). 
Indeed, "some new ideas are ' r e s t r u c t u r i n g ' innovations i n t h a t 
they change the s t r u c t u r e o f the s o c i a l system i t s e l f . " (Rogers, 
1971, p.iO). Of course, r e j e c t i o n means t h a t the i n d i v i d u a l or 
o r g a n i s a t i o n does not d i f f u s e the p r a c t i c e , r a t h e r they create a 
'shadow e f f e c t ' where no stimulus f o r f u r t h e r a c t i o n i s t r a n s -
m i t t e d t o others. S i m i l a r l y , i t may n e g a t i v e l y a f f e c t f u t u r e 
attempts t o innovate i n t h a t o r g a n i s a t i o n . 
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39. For a good summary, see Mason, 1964. 
40. Of course, i n n o v a t i o n i s not always voluntary - i t may be forced 
on an o r g a n i s a t i o n : by the parent company, by government l e g i s l a t i o n ; 
s o c i a l piessures; competitors. 
41. e.g. see Harcmann and Husband, 1974, r e : race r e l a t i o n s . 
42. Comparison w i t h assembly l i n e methods o f production w i l l be made 
throughout t h i s s e c t i o n . While i t was against the assumptions of 
production engineering t h a t AWGs were f i r s t presented, i t i s i n 
r e l a t i o n t o assembly l i n e methods and assumptions t h a t the concept 
has received greatest a t t e n t i o n i n recent years. 
43. See the c o l l e c t e d references, Appendix C, and the chapter on 
Pu b l i c a t i o n s . 
44. Group pressures on i n d i v i d u a l behaviour have been w e l l documented 
e.g. Roy, 1952; Roethlisberger and Dickson, 1939; Sykes, 1967. 
45. I t i s i n t e r e s t i n g t o note i n passing an often-neglected p o i n t about 
group working i n coal-mining which T r i s t et a l b r i n g out - the 
need f o r a t r a d i t i o n o f autonomy at work to e x i s t i n order f o r 
group working t o succeed. The somewhat l i m i t i n g nature o f t h i s 
aspect may account f o r i t s absence i n subsequent p u b l i c a t i o n s . 
46. See also Pate_son, 1960, p.177, which brought t h i s aspect t o my 
a t t e n t i o n . 
47. An aim o f management according to Baldamus, 1961, p.37. 
48. Possibly not so much greater s a t i s f a c t i o n than less d i s s a t i s f a c t i o n 
as Baldamus (1961), suggests. 
49. Indeed, t h i s aspect may have been exaggerated i n T r i s t and Bamforth's 
work where no mention was made of the need f o r v e n t i l a t i o n work, 
removing coal t o p i t s h a f t , r e p a i r o f non-face areas e t c . 
50. A p o i n t made by K e l l y , 1978, p.1086. 
51. See M i l l e r (1975, p.149), on Rice's work here. 
- 513 -
52. Of course, attempts t o change work o r g a n i s a t i o n may w e l l use p a r t s 
of a number o f th e o r i e s and t h i s may be accompanied by some confusion 
i n the use of terms. Thus, some job enlargement schemes may be 
r e f e r r e d t o as job enrichment, or job r o t a t i o n as experiments i n AWGs. 
This i s a r e c u r r i n g problem i n t r a c i n g the i n f l u e n c e o f any idea -
accurately t o d i s t i n g u i s h i t from other notions enjoying p o p u l a r i t y . 
I t i s v i r t u a l l y impossible t o i s o l a t e and i d e n t i f y the i n f l u e n c e s 
of the various ideas on any s p e c i f i c experiment and demarcation 
l i n e s must, t h e r e f o r e , be both a r b i t r a r y and a r t i f i c i a l . 
53. I t should be noted t h a t i t was unclear whether the Human Relations 
c i r c u l a t i o n f i g u r e r e f e r r e d t o the U.K. alone, or included U.S. and 
U.K. c i r c u l a t i o n . 
54. I t seems l i k e l y t h a t o f the 912 references which had been t r a c e d , a 
s i m i l a r p r o p o r t i o n - 13% were l i k e l y t o be i r r e l e v a n t - so t h a t f o r 
the years 1966-1978 i n c l u s i v e 87% o f the references (794) were i n 
some way connected w i t h work groups and the o r g a n i s a t i o n of work. 
55. A c r i t i c i s m made by Bl a c k l e r and Brown, 1978, see also Cummings 
et a l , 19 77. 
56. See, f o r instance, the discussions on d i f f u s i o n o f . t h e work 
experiments i n Emery and Thorsrud, 1976. 
57. That trade unions had been mentioned i n general terms i n a p u b l i -
c a t i o n was taken t o imply t h a t the t o p i c would be borne i n mind 
regarding the studies themselves even though the aspect might not 
s p e c i f i c a l l y have been r a i s e d i n each case. 
58. I t i s worth n o t i n g t h a t there were also only two mentions of the 
existence o f a t r a d i t i o n o f autonomy i n working p r a c t i c e s - an 
aspect which has been underplayed g e n e r a l l y regarding AWGs. 
59. See Daniel, 1969A; Goldthorpe et a l , 1968; Daniel, 1969B. 
60. The d i s t i n c t i o n was f i r s t made by Cummings et a l , 1977. 
61. "The most notable f e a t u r e o f the attempt t o c o l l e c t measures of 
success or f a i l u r e was an almost u n i v e r s a l absence o f 'hard' 
measurement. While many companies were convinced t h a t the 
experiments had led t o improvements i n p r o d u c t i v i t y o f some k i n d , 
there was scant evidence t h a t anyone had set out from the beginning 
of the experiment t o monitor the e f f e c t s o f these changes." 
Wilkinson, 1970. 
62. For a discussion o f the imperfections of using a simple 'gatekeeper' 
model see Murphy, 1976, p.136-139 
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63. See C h i l d , 1969A. 
64. At l e a s t i n the short term - see C h i l d , 1969A. 
65. I t i t i n t e r e s t i n g t h a t the respondent i n the ITB w i t h the most 
extensive research i n t e r e s t s , mentioned a number of co n t a c t s , 
p a r t i c u l a r . 1 y w i t h U.S. academics and con s u l t a n t s , which were also 
r e f e r r e d t o by one o f the 'informed amateurs' i n a brewing company; 
and two o r g a n i s a t i o n s , the ATM and the OD Network were also mentioned 
by both. The coincidence increases when some o f the p r e s t i g i o u s 
l i n k e r s i n the f i e l d also mentioned s i m i l a r o r g a n i s a t i o n and the 
same range o f contacts, suggesting t h a t there i s a network o f 
i n t e r e s t e d people r i g h t across the i n d u s t r i a l sphere who do maint a i n 
contact; c o n s u l t a n t s , academics, ITB s t a f f , managers. I t would be 
i n t e r e s t i n g to discover the r o l e which these ' i n i t i a t e d ' play i n 
d i f f u s i o n . I t i s so f a r not c l e a r the extent t o which t h i s network 
i s based on i n d i v i d u a l s or t h e i r o r g a n i s a t i o n a l a f f i l i a t i o n s . 
C e r t a i n l y i t was an o r g a n i s a t i o n a l p r a c t i c e i n t h i s ITB but whether 
t h i s i s due t o an apparently i n f l u e n t i a l adviser's presence or was 
now standard p r a c t i c e i n the Board was debateable. 
66. Not only d i d awareness o f the o v e r - v i s i t i n g of such companies make 
me r e l u c t a n t t o approach them but also at t h i s stage the concern 
was w i t h the intermediary organisations - the l i n k e r s r a t h e r than the 
cunsuiaers. 
67. An i l l u s t r a t i o n which serves t o remind us t h a t i t i s working p r a c t i c e s 
which are o f t e n systematized i n t o theory and such presentations o f t e n 
ignore the extent t o which such p r a c t i c e s e x i s t . 
68. One o f these Boards had been in v o l v e d i n AWGs a number of years ago 
but no i n t e r e s t had been s t i m u l a t e d . 
6f>. See the Brewer, October, 1977, p.380. 
70. I n a study of the Chemical and A l l i e d Products i n d u s t r i e s Behrend 
and White i n 1976 discovered t h a t e i g h t companies had introduced 
AWGs and another e i g h t intended t o experiment w i t h AWGs out o f a 
t o t a l o f 76 companies from whom they received r e p l i e s . No mention 
o f the ITB as an i n f o r m a t i o n source was mentioned i n t h i s work. 
71. One notable omission here i s the e l e c t r o n i c media. Approaches were 
made t o both ITV and BBC (both r a d i o and TV) but i t proved impossible 
t o f i n d out where or t o what extent the t o p i c of AWGs had been covered. 
72. Yet another, apparently u n t h i n k i n g , move from s o c i a l science t o 
behavioural science. 
73. Ford and Appleby found nearly h a l f the advertisements f o r s o c i a l 
s c i e n t i s t s were placed by management cons u l t a n t s . (undated, p.3) 
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74. L i s t s d e t m i i n g the use made o f consultants and which companies 
were used by government, are issued p e r i o d i c a l l y - see f o r instance 
"Management Consultants i n Government", Management Services, 1977, 
February, 32, 1, p.49-51. 
75. See, f o r instance, an a r t i c l e "The dons who get t h e i r hands d i r t y " , 
i n which the assistance a v a i l a b l e from Manchester Business School 
was d e t a i l e d ab was some of t h e i r previous experience. (Dixon, 
1972, p,17). 
76. See al s o , G i l l , 1979. 
77. Ford and Appleby, found "The most commun a c t i v i t i e s are conducting 
a t t i t u d e surveys and teaching managers s o c i a l science "(Undated, 
p.5)> but t h i s may w e l l have changed i n recent years. 
78. I n f a c t , the time lag i n t h e o r e t i c a l work i n AWGs has been a t t r i b u t e d 
by one (academic) observer i n the f i e l d t o "the slowness of Tavi 
people p u t t i n g what they had found'into any readable s t a t e , f o r 
instance, "Organisational Choice" which came out 15 years a f t e r the 
work was done. Of course there were the odd a r t i c l e s i n Human 
Relations but 
79. Information from Tavistock Annual Reports. 
80. For f u r t h e r i n f o r m a t i o n on the WRU, see B u t t e r i s s , 1975; Jessup, 
1978; White and Jessup, 1979, and numerous other WRU papers. 
81. There are o f course p a r a l l e l s here w i t h the ITBs and t h e i r middle 
p o s i t i o n Detween government and i n d u s t r y . 
81A. See H.B. Rose, 1970, R. Stewart 1967, and J. C h i l d , 1969A. 
82. This f i n d i n g supports Copp et a l ' s (1958, p,151) where at the 
'awareness' stage o f adoption, p u b l i c a t i o n s , etc. are important 
while at the ' i n t e r e s t ' stage, greater r e l i a n c e i s placed on face-
to-face contact. 
83. Competition i n the brewing i n d u s t r y i s also l i m i t e d by j o i n t 
ventures as j.n the case o f the Harp Consortium disbanded i n 1979, 
i n which Guinness, Courage and S c o t t i s h § Newcastle got together 
t o produce and market Harp Lager. 
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84. The companies were s t r a t i f i e d by s i z e f o r two reason. 
1. Becam e there were such obvious d i f f e r e n c e s i n company s i z e 
w i t h i n the i n d u s t r y , and 
2. because size o f company i s l i k e l y t o a f f e c t a number o f f a c t o r s 
p o t e n t i a l l y r e l e v a n t t o d i f f u s i o n such as : graduate r e c r u i t m e n t , 
management t r a i n i n g , i n t e r n a l i n f o r m a t i o n resources, employment 
of s o c i a l s c i e n t i s t s . I t i s , a f t e r a l l , w i t h large companies t h a t 
use o f s o c i a l science has been associated - see Cherns, 1979, p.276; 
K l e i n , 1976. And s i z e has been found t o be s a l i e n t i n adopting 
t e c h n i c a l innovations (Mansfield, 1963, p.309). 
85. I t was f i n a l l y decided to use the term behavioural sciences r a t h e r 
than s o c i a l sciences as t h i s term seemed less l i k e l y t o provoke 
antagonist which had been encountered, f o r instance, i n contact w i t h 
other organisations serving the i n d u s t r y . But the l e t t e r was sent 
on u n i v e r s i t y notepaper which c l e a r l y gave the name of the department 
"Sociology ana Social A d m i n i s t r a t i o n " . 
86. An informed observer commented t h a t i n these t r a i n i n g centres the same 
courses tended to be run year a f t e r year. This i n t u r n suggests t h a t 
new ideas may not be r e a d i l y accommodated. 
87. One academic consultant pointed out t h a t while AWGs reduce the r o l e 
o f supervisors, ACL b o l s t e r s the p o s i t i o n of s u p e r v i s o r s , suggesting 
an a n t i t h e s i s between the two, one countering the o t h e r . 
88. The Edinburgh Group also found t h i s : "Today's behavioural science 
p r o j e c t s are aimed predominantly at the manager". (1971, p.29). 
89. Management education i s undertaken only up t o a c e r t a i n l e v e l , above 
which are the key people - i n Brewing, Marketing, D i s t r i b u t i o n -
p o s i t i o n s to which access i s severely r e s t r i c t e d , p o s s i b l y t o 
f a m i l y members, was suggested by one observer i n d e s c r i b i n g the 
"Brewery-oaron" system. 
90. Exemption from payment of levy can be obtained by "companies which 
s a t i s f i e d t h e i r own t r a i n i n g needs according t o general c r i t e r i a l a i d 
down by i n d i v i d u a l boards_and approved by the MSC". /Central O f f i c e 
o f I n f o r m a t i o n , 1978, p,4/. 
91. A large company mentioned t h a t the FDTITB was very keen on the Outward-
Bound typ.? of management t r a i n i n g . I f t h i s i s the case, i t helps 
e x p l a i n the p o p u l a r i t y of such courses as w e l l as p o i n t i n g t o a 
s u b s t a n t i a l impact o f the ITB. 
92. A g u i l a r , f o r instance, found "a general lack of i n t e r e s t i n the 
p o s s i b i l i t y of p i c k i n g up i n f o r m a t i o n f o r other d i v i s i o n s i n the 
normal course of a c t i v i t y . . . . " (1967, p.113). 
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93. A p o i n t which may be r e l e v a n t i n other instances such as s t r i k e s . 
94. But the emphasis on experience and on the p r a c t i c a l i s not confined 
to brewing. McGivering et a l , p o i n t t o "the s t i l l widespread 
tendency of many senior managers t o make a v i r t u e of experience per se, 
r a t h e r than t o respect an appropriate combination of formal t r a i n i n g 
and experience". (1960, p.140) 
95. The importance o f geographic l o c a t i o n was found i n France regarding 
innovations - see P i o t e t , 1975. 
96. For a discussion of these aspects see Perrow, 1970; Pettigrew, 1973, 
and Watson, 1977, p.187. 
97. The Edinburgh Group found i n t h e i r study o f the chemical i n d u s t r y 
" t h a t personnel s t a f f were u s u a l l y i n v o l v e d i n the i n i t i a t i o n o f 
behavioural science work". (1971, p.30). 
98. I t i s worth n o t i n g t h a t the Edinburgh Group r e p o r t "The o r i g i n of 
behavioural science a p p l i c a t i o n s was u s u a l l y the r e s u l t of commitment 
by some i n f l u e n t i a l person t o the new approach." (p.30) 
- i n f l u e n t i a l being the operative word here yet also problematic i n 
i d e n t i f y i n g . 
99. There are severe l i m i t a t i o n s on the data regarding which i n f o r m a t i o n 
sources are used. I t i s a h y p o t h e t i c a l s i t u a t i o n and assumes the 
'i n f o r m a t i o n ' environment remains s t a t i c . Where opi n i o n o f the s o c i a l 
sciences i s not o v e r l y h i g h , i t can h a r d l y be expected t h a t i n f o r m a t i o n 
sources w i l l t r i p o f f the tongue. F i n a l l y , previous questions r e l a t e d 
t o the memberships o f i n s t i t u t i o n s and t o the r e l a t i o n s h i p o f the 
operating companies to t h e i r HQs and t h i s may have a f f e c t e d the 
responses. 
100. The Edinburgh Group, f o r instance, r e p o r t on s i m i l a r implementations 
which they c l a s s i f y as behavioural science, and give t h e i r d e f i n i t i o n 
of the behavioural sciences: " i n an o r g a n i s a t i o n a l context, are those 
d i s c i p l i n e s which attempt s c i e n t i f i c a l l y t o study and p r e d i c t human 
behaviour i n a s o c i a l s e t t i n g . They include psychology, sociology 
and s o c i a l anthropology and some of t h e i r o f f s h o o t s , such as s o c i a l 
and o r g a n i s a t i o n a l psychology and i n d u s t r i a l s o c iology." (1971, p.28) 
101. AWGs may be a r a t h e r grand name f o r what was a group p a r t i c i p a t i o n 
scheme. The p r o j e c t died i n i t s second year - (according t o a 
researcher who has been looking at i t ) , the company being apparently 
overkeen to t r y out i t s own ideas and f a i l i n g t o employ a t h i r d p a r t y 
such as i s o c i o l o g i s t . That the p r o j e c t was not successful i s not 
ad v e r t i s e d but t h i s may be known w i t h i n the i n d u s t r y . The company 
r e c e n t l y r e p o r t s - i n 1979 "We have spent a l o t of time improving 
our communications systems so t h a t the changes i n company s t r a t e g y 
t o meet the demands o f the market place can be understood and accepted 
by everyone." ( c i t e d by TUSIU). 
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102. Since conducting the i n t e r v i e w s , i n correspondence w i t h a researcher 
i n Scotland i t was mentioned t h a t two brewing companies, one i n 
Scotland and one i n Yorkshire, were undertaking work s i m i l a r t o t h a t 
t r i e d e a r l i e r i n Scotland. One of those breweries had been v i s i t e d 
by me and no mention of an experiment by the Personnel D i r e c t o r 
had been made, whether the work was already planned at t h a t time i s 
an i n t e r e s t i n g question. 
103. As A g u i l a r noted "An examination of sources used as a f u n c t i o n o f 
company size showed a tendency f o r managers i n large companies t o r e l y 
much more h e a v i l y on i n t e r n a l sources t h a t d i d managers of smaller 
companies. This f i n d i n g h i g h l i g h t e d the p o t e n t i a l advantage 
accruing t o a manager i n a large company having '10,000 people on the 
end of the 'phone who can and w i l l provide i n f o r m a t i o n and answers'." 
(1967, p.96) . 
104. See also Keegan, 1968, p.11. 
105. Differences between i n d u s t r i e s i n adopting t e c h n i c a l innovations have 
been i d e n t i f i e d i n the U.S.A. - see Mansfield, 1961. 
106. For an idea of how courses can be presented i n varying ways, see 
Deem's (1979) work. 
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